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INTRODUCTION	  	  
	  
	  
	  
This	  project	  is	  focused	  on	  the	  major	  communicative	  challenges	  companies	  face	  when	  
they	  outsource	  production/services	  to	  become	  more	  competitive	  and	  efficient.	  As	  a	  
result	   of	   the	   actual	   multi	   competitive	   globalized	   world	   there	   is	   a	   big	   pressure	   on	  
organizations	   to	   be	   more	   specialized	   and	   performance	   driven	   and	   to	   have	   high	  
quality	  standards	  (Corbett	  2004).	  In	  this	  competitive	  world,	  stakeholders	  play	  a	  very	  
important	  role	  in	  the	  market,	  forcing	  companies	  to	  adjust	  themselves	  more	  towards	  
lower	   prices	   and	   at	   the	   same	   time	   maintaining	   the	   same	   quality	   standards.	   The	  
market	  and	  the	  fast	  transformation	  into	  a	  high	  technological	  communication	  society	  
forces	  organizations	  to	  cut	  costs	  and	  improve	  their	  logistics	  to	  be	  more	  competitive.	  
	  
Though	  outsourcing	  and	  globalization	  are	  not	  new	  phenomenon,	   today	   companies	  
have	   technological	   and	   communicational	   tools	   to	   manage	   it	   in	   new	   and	   more	  
efficient	  ways.	  	  
	  
“From	  a	  technical	  communicator’s	  perspective,	  outsourcing	  
projects	   are	   international	   by	   definition,	   vulnerable	   to	  
cultural	   differences,	   and	   liable	   in	   legal	   and	   political	  
dilemmas.”	  (Thatcher	  og	  Evia	  2008)	  
	  
The	   way	   outsourcing	   is	   conducted	   and	   controlled	   throughout	   organizations	   is	  
changing	  constantly	  and	  very	  fast	  together	  with	  the	  development	  of	  different	  tools,	  
which	  make	   it	   easier	   for	   companies	   to	   orchestrate	   more	   services	   and	   production	  
outside	  their	  headquarters.	  	  
	  
And	  more	  and	  more	  companies	  are	  doing	  it.	  Corbett	  claim	  that	  for	  the	  next	  decade,	  
companies	  will	  externalize	  around	  70	  and	  80	  per	  cent	  of	  their	  budget,	  meaning	  that	  
most	  of	  companies	  will	  be	  more	  outsourced	  than	  ‘in-­‐	  sourced’	  (Corbett	  2004,	  xiv).	  	  
	  
Following,	  new	  labour	  laws	  will	  be	  redefined	  by	  international	  political	  organizations	  
as	  national	  sovereignty	  will	  be	  undermined	  and	  can	  no	  longer	  regulate	  the	  internal	  
market.	   Innovative	   ways	   of	   management	   will	   be	   required,	   as	   the	   companies	   will	  
have	   partnerships	   in	   different	   parts	   of	   the	  world	   and	   different	   cultural	   settings	   at	  
each	  part	  of	  the	  production.	  (Steil	  og	  Hinds	  2009)	  
	  
The	  movement,	   in	  which	   rich	  countries	  move	   their	  production	  where	   the	   labour	   is	  
cheap	  or	  raw	  materials	  are	  abundant,	  seems	  to	  be	  unilateral	  and	  predetermined.	  So	  
poor	  countries,	  with	  a	  minimum	  of	  infrastructure,	  noticing	  this	  migration,	  flexibilize	  
its	  labour	  laws	  and	  allow	  external	  players	  to	  come	  and	  use	  citizen’s	  manpower	  and	  
its	  natural	  resources.	  But	  outsourcing	  is	  not	  as	  easy	  as	  many	  mangers	  or	  CEO’s	  think.	  
Many	   companies,	   regardless	   of	   size	   and	  market	   share,	   have	   failed	   in	   this	   attempt	  
mainly	  due	   to	  a	  very	  crucial	  element:	   they	  did	  not	  know	  how	  to	  deal	  with	  cultural	  
and	   communicational	   differences.	   The	   implications	   for	   future	   communication	  
professionals	   are	   thus	   big.	   It	   is	   not	   sufficient	   to	   understand	   how	   an	   internal	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institutional	   organization	   works.	   It	   is	   also	   important	   to	   know	   how	   to	   deal	   and	  
manage	  external	  relationships	  with	  other	  cultures,	  and	  different	  legal	  procedures.	  	  
	  
One	  example	  illustrating	  that	  ‘outsourcing’	  is	  not	  as	  straight	  forward	  as	  it	  seems	  if	  a	  
company	  doesn’t	  consider	  and	  plan	  the	  communicational	  aspects	  of	  the	  process,	   is	  
the	  Dell	   (Mc	  Cue	  2004).	  Dell	   tried	   to	   outsource	   the	   call	   center	   of	   the	   company	   to	  
India	  but	  later	  they	  had	  to	  move	  it	  back	  to	  USA	  following	  customer	  complaints	  about	  
the	  quality	  of	  the	  service.	  The	  benefits	  were	  supposed	  to	  be	  ideal	  for	  Dell:	  
-­‐ Cheap	  and	  skilled	  labour	  in	  India.	  
-­‐ Cutting	  expenses	  by	  working	  with	  third	  –	  party	  vendors	  
-­‐ Dell	   would	   not	   need	   to	   deal	   with	   legal	   or	   administrative	   procedures	   as	  
working	  with	  vendors,	  becoming	  a	  customer	  at	  the	  Indian	  market.	  
But	  what	  finally	  happened	  was	  different	  than	  expected:	  
-­‐ The	   Indian	   employees	   didn’t	   understand	   Dells	   company	   culture	   and	   the	  
American	  customers	  never	  got	  used	  to	  the	  Indian	  accent	  and	  a	  different	  way	  
of	  solving	  problems.	  
-­‐ Overqualified	   Indian	   professional	   did	   not	   mean	   efficient	   worker.	   This	   gap	  
between	  the	   intellectual	  performance	  and	  the	  actual	   tasks	   to	  be	  developed	  
created	  frustration	  and	  problem	  to	  retain	  those	  professionals.	  (A	  case	  study	  
on	  Dell´s	  call	  center	  outsourcing	  u.d.)	  
	  
A	  clear	  and	  direct	  communication	  helps	  outsourcing	  companies	  to	  successfully	  reach	  
unity	  and	  a	  productive	  cooperation	  between	  workers	  from	  geographically	  different	  
offices.	   The	   unity	   in	   an	   organization	   is	   belief	   that	   everyone	   is	  working	   toward	   the	  
same	  result	  and	   ideal.	  Yet,	  as	   the	  Dell	  case	  shows,	   there	  are	  many	  companies	  that	  
have	   a	   clear	   vision	   and	   mission	   but	   their	   employees	   or	   departments	   are	   not	   in	  
alignment	  with	   them.	  The	   intention	  with	   this	  project	   is	   to	   find	  out	  how	  Corporate	  
Communication	   can	   help	   to	   keep	   a	   company’s	   vision	   and	   mission	   clear	   among	  
workers	  with	   different	   background	   languages	   and	   cultures,	  many	   times	   even	  with	  
different	   benefits	   and	   financial	   conditions.	   How	   the	   company,	   despite	   all	   the	  
differences,	   get	   to	   communicate	   and	   engage	   all	   employees	   to	   pursue	   the	   same	  
result:	  profit.	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CASE	  STUDY	  	  
	  
	  
To	   have	   a	   concrete	   case	   and	   experience	  with	   the	   real	  world,	   a	   study	   case	  will	   be	  
used	   for	   the	   research	   and	   analysis.	   The	   Danish	   Company	   ARLA	   FOODS,	   a	   dairy	  
company	   that	   produces	   all	   sort	   of	   milk	   products	   and	   derivatives,	   spread	   in	   three	  
different	   brands:	   Arla,	   Lurpark	   and	   Castello.	   The	   company	   is	   based	   mainly	   in	  
Denmark	  (head	  office),	  Sweden	  and	  Germany.	  Arla	  Foods	  covers	  all	  market	  and	  retail	  
sales	   responsibility	   outside	   Denmark,	   Sweden,	   Finland,	   the	   UK,	   Germany	   and	   the	  
Netherlands	  for	  cheese,	  butter	  &	  spreads	  and	  milk	  powder.	  	  
	  
The	  ambition	   for	   this	  project	   is	   to	  work	  directly	  with	  Arla	  Food,	  enabling	  access	   to	  
primary	   data.	   Primary	   data	   will	   allow	   me	   to	   have	   a	   deep	   understanding	   of	   the	  
implementation	   and	   creation	   of	   new	   offices	   far	   away	   from	   the	   main	   company	  
country.	  	  
	  
I	  have	  established	  a	  contact	  with	  Adam	  Svendsen	  from	  Arla	  Foods	  IT	  Department	  in	  
India,	  who	  manages	  the	  IT-­‐outsourcing	  relations	  to	  the	  Indian	  vendor	   in	  Gurgaon.	   I	  
had	   the	   chance	   to	   interview	   Adam	   via	   Skype	   and	   e-­‐mails	   and	   collect	   data	   to	   the	  
analysis.	   The	   project	   is	   developed	   to	   investigate	   the	   role	   of	   Arla	   Foods	  
representative	  in	  India,	  and	  how	  Arla	  Foods	  implements	  it	  human	  resources	  policy	  
in	  India.	  
	  
Arla	   Foods	   has	   a	   very	   defined	   and	   strong	   Corporate	   Culture.	   They	   brand	   a	   clear	  
policy	   fostering	   individuality	  and	   freedom	  to	   its	  workers.	   	  Arla	  Foods	  profile	  shows	  
enthusiasm	   towards	   healthy	   work-­‐life	   and	   well	   being	   balance,	   high	   degree	   of	  
freedom	  and	  possibility	  to	  influence	  the	  development	  within	  your	  field,	  openness.	  At	  
Arla	  Foods	  headquarters	  workers	  satisfaction	   is	   important	  and	  workers	  assessment	  
of	  their	  leaders	  are	  measured	  every	  year.	  (Arla	  Foods	  Culture	  2014)	  
	  
Arla	   Foods	   Values	   include	   three	   big	   concepts:	   Lead,	   Sense	   and	   Create.	   The	   three	  
values	  should	  characterise	  employees	   in	  everything	  they	  do	  and	  say	  -­‐	  regardless	  of	  
where	  they	  work	  within	  Arla.	  (Arla	  Foods	  Values	  2014)	  
	  
We	  will	  create	  one	  global	  Arla	  
	  
Arla's	  ambition	  is	  that	  all	  our	  18,000	  employees	  work	  from	  a	  
strong	  common	  platform.	  We	  want	  to	  create	  one	  global	  Arla	  
where	   we	   actively	   use	   each	   other's	   different	   competencies	  
and,	   in	   so	   doing,	   contribute	   to	   our	   success.	   (Arla	   Foods	  
Values	  2014)	  
	  
	  	   	  
	   6	  
PROBLEM	  FORMULATION	  
	  
The	  analysis	  will	   focus	  on	  the	  outsourcing	  of	  the	  Arla	  Foods	  IT	  department	  to	  India	  
and	  the	  role	  of	  its	  representative	  in	  loco.	  India	  is	  one	  of	  the	  biggest	  markets	  to	  host	  
other	  countries	  departments	  directly	  or	  indirectly	  throughout	  vendors,	  especially	  IT	  
Departments.	   There	   are	   several	   reasons	   for	   India	   being	   a	   niche	   market	   of	   IT	  
Companies	   selling	   services	   to	   Western	   Companies,	   especially	   USA	   and	   Europe	  
(Brown	  og	  Wilson	  2005,	  xii):	  
-­‐ India	   has	   the	   second	   largest	   English	   speaking	  population	   in	   the	  world	   after	  
United	  States.	  
-­‐ The	  country	  has	  a	  well	  educated	  work	  force	  of	  more	  than	  270	  million	  people.	  
-­‐ The	  IT	  market	  in	  India	  had	  the	  time	  to	  mature	  and	  gain	  support	  from	  US	  and	  
UK	  businesses.	  
-­‐ In	  1991	  India	  made	  a	  statement	  on	  Industrial	  Policy	  facilitating	  foreign	  direct	  
investments	  and	  technology	  transfers,	  ushering	  a	  new	  era	  with	  fewer	  of	  the	  
regulatory	   burdens.	   All	   in	   order	   to	   keep	   foreign	   firms	   to	   establish	   business	  
operations	  at	  the	  Indian	  Territory.	  	  
-­‐ Following	   that	   and	   setting	   the	   propitious	   field,	   the	  Ministry	   of	   Information	  
and	  Technology	  established	   since	  1991,	  plans	   to	  accelerate	   the	  partnership	  
between	  the	  public	  education	  and	  private	  sector.	  India	  has	  more	  than	  70.000	  
software	  engineers	  graduate	  annually	  from	  their	  colleges.	  	  
	  
Even	   though	   this	   process	   is	   already	   well	   known	   and	   used	   by	   many	   sectors,	   the	  
research	  will	  be	  focusing	  on	  the	  role	  Representative	  and	  the	  Indian	  vendors.	  	  
	  
The	  project	  will	   investigate	   if	   the	  conditions	   in	  Arla	  Food	  Denmark	   is	  also	   found	  at	  
the	  outsourced	  working	  places	  in	  India,	  mainly	  when	  it	  comes	  to	  the	  power	  balance	  
within	  the	  hierarchical	  relationship	  between	  CEO´s	  /	  Managers	  and	  employees.	  	  
	  
The	  question	  the	  project	  seeks	  answered	  is:	  
How	  has	  Arla	  Foods	  used	  dialogue	   in	  order	   to	  successfully	  outsource	  /	   integrate	  
external	  Indian	  vendors/	  companies	  through	  its	  Danish	  representative	  in	  India?	  	  	  
	  
Following	  this	  first	  question,	  some	  subsidiary	  research	  questions	  are	  needed	  in	  order	  
to	  narrow	  the	  investigation	  even	  more	  and	  lead	  the	  analyses	  to	  a	  more	  concrete	  
conclusion:	  
	   -­‐ What	  is	  the	  role	  of	  Arla’s	  representative	  in	  India?	  	  
	  -­‐ How	  does	  Arla	  Foods	  make	  sure	  its	  messages	  are	  well	  understood	  by	  the	  
employees	  in	  India?	  	  
	   -­‐ How	  does	  Arla	  Foods	  avoid	  misunderstandings	  or	  inefficiency	  originated	  by	  
communication	  interference?	  	  
	   -­‐ How	  does	  Arla	  deal	  with	  hierarchy	  between	  its	  Danish	  headquarter,	  its	  
representative	  in	  India	  and	  IT	  vendors	  in	  India?	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METHODOLOGY	  	  
	  
This	  paper	  will	  employ	  an	  abductive	  approach,	  resorting	  existing	  knowledge	  to	  draw	  
conclusions	  and	  bring	  forward	  explanations.	  
	  
Abduction	  covers	  some	  important	  common	  sense	  making	  processes:	  -­‐ Explains	  observations	  with	  simple	  facts	  -­‐ Laying	  causal	  connections	  between	  facts	  	  -­‐ Facing	  contradiction	  -­‐ When	  something	  does	  not	  work	  	  
	  
So	   Abduction	   involves	   computation	   over	  many	   variables,	   depending	   on	   the	  writer	  
background	   knowledge.	   It	   means	   that	   the	   results	   will	   depend	   on	   the	   background	  
theories	  as	  well	  as	  one	  methodological	  working	  habit.	  (Atocha	  2006,	  28-­‐30)	  
	  
Abductive	  Approach	  process	  can	  be	  creative,	  intuitive,	  and	  even	  revolutionary.	  This	  
reasoning	  typically	  begins	  with	  an	  incomplete	  set	  of	  observation	  and	  proceeds	  to	  the	  
likeliest	  possible	  explanation	  for	  the	  set.	  Abductive	  inference	  is	  based	  evidences	  and	  
knowledge	  to	  set	  diagnostics	  and	  hypotheses.	  (Magnani	  2009,	  16)	  
	  
Abduction	  is	  therefore	  a	  cerebral	  process,	  an	  intellectual	  act,	  and	  a	  mental	  leap	  that	  
brings	   together	   things,	   which	   one	   had	   never	   associated	   with	   one	   another.	   And	  
therefore	  cannot	  be	  used	  deductive	  or	  inductive	  approach.	  (Reichertz u.d.)	  
	  
It	   blends	   characteristics	   of	   deductive	   and	   inductive	   methods.	   While	   deductive	  
method	   is	   only	   process	   of	   reasoning	   from	   one	   or	   more	   general	   statements	  
(premises)	   to	   reach	  a	   logically	  certain	  conclusion;	   inductive	  method	   is	   reasoning	   in	  
which	  the	  premises	  seek	  to	  supply	  strong	  evidence	  for	  elaborating	  conclusions	  that	  
might	  be	  right	  or	  not.	  
	  
The	   abductive	   reasoning	   differs	   from	   deduction	   because	   it	   does	   not	   have	   many	  
statements	  or	  premises	  but	  comes	  from	  new	  ideas	  that	  lead	  to	  a	  certain	  conclusion,	  
using	  as	  well	  as	  elaborating	  conclusions	  from	  strong	  evidences	  as	  inductive	  method.	  	  	  
	  
Abduction	  makes	   its	   start	   from	   the	   facts,	   without,	   at	   the	  
outset,	   having	   any	   particular	   theory	   in	   view,	   though	   it	   is	  
motivated	  by	  the	  feeling	  that	  a	  theory	  is	  needed	  to	  explain	  
the	  surprising	  facts (Sebeok u.d.)	  
	  
QUALITATIVE	  RESEARCH	  	  
	  
The	  core	  of	   the	  present	  project	   is	  based	  on	  qualitative	   research,	   involving	  analysis	  
and	   interpretation	  of	  texts	  and	   interviews	   in	  order	  to	  discover	  meaningful	  patterns	  
descriptive	   of	   particular	   phenomenon.	   	   (Auerbach	  og	   Silverstein	   2003).	  Qualitative	  
research	   is	   a	   “multi-­‐method	   in	   focus,	   involving	   an	   interpretative,	   naturalistic	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approach	  to	  its	  subject	  matter”.	  (Taylor	  2005,	  101).	  This	  entails	  a	  wide	  collection	  of	  
tools	   such	   as	   case	   studies,	   personal	   experiences,	   interviews,	   observational,	  
historical,	  interaction	  and	  visual	  texts	  that	  describe	  multiply	  realities	  (Taylor	  2005).	  
	  
I	  have	  chosen	  to	  work	  with	  Arla	  Foods	  and	  interviewing	  their	  IT	  Responsible	  for	  the	  
outsourced	  department	  in	  India.	  I	  consider	  this	  method	  the	  best	  way	  to	  get	  the	  most	  
relevant	   information	   I	  need.	  My	   interviewee	   in	   India	  cannot	  be	  claimed	  to	  be	   fully	  
representative	   for	   all	   companies	   outsourcing	   in	   India	   or	   speak	   on	   behalf	   of	   all	  
companies	   involved	   in	   this	   process.	   Therefore,	   the	   data	   collected	   can	   only	   say	  
something	   about	   this	   specific	   situation	   and	   give	   some	   insights	   into	   the	   use	   of	  
communication	   to	   come	   across	   cultural	   boundaries	   in	   practice.	   Secondly,	   as	   a	  
qualitative	  method	  research	  I	  have	  used	  different	  theories	  and	  procedures.	  
	  
Qualitative	   research	   is	   particularly	   well	   suited	   to	   studying	   context,	   such	   as	  
intercultural	  communication	  and	  “it	  also	  excels	  at	  illuminating	  process,	  whether	  this	  
is	  organizational	  change	  or	  individual	  decision-­‐making,	  since	  it	  allows	  us	  to	  examine	  
how	  changes	  affect	  daily	  procedures	  and	  interactions.	  This	  may	  lead	  to	  us	  uncovering	  
unintended	  as	  well	  as	  intended	  consequences	  of	  new	  arrangements”	  (Barbour	  2008,	  
13).	  
	  
	  
DATA	  COLLECTION	  	  
	  
Primary	  Data	  	  
The	  procedure	   to	  collect	  primary	  data	   started	  with	  my	  motivation	   to	   study	  Danish	  
companies	   outsourcing	   offshore	   products	   or	   services.	   I	   contacted	   different	  
companies	  and	  through	  DANSK	  INDUSTRI	  I	  got	  in	  contact	  with	  the	  representative	  of	  
Arla	  Food	  in	  India,	  Adam	  Svendsen	  Offshore	  Delivery	  Manager	  and	  in	  charge	  of	  the	  
IT	   Department	   in	   India,	  who	   cordially	   accepted	   to	   be	   interviewed	   and	   talk	   openly	  
about	  his	  role	  in	  India	  and	  the	  implications	  of	  it.	  
	  
Before	   the	   interviews,	   I	   gathered	   the	   maximum	   theoretical	   and	   organizational	  
information	  and	  brainstormed	  questions	  that	  would	  be	  relevant	  for	  my	  investigation	  
and	   could	   highlight	   important	   aspects	   at	   the	   analysis.	   A	   final	   questionnaire	   with	  
approximately	  20	  questions	  was	  set	  but	  only	  in	  order	  to	  guide	  the	  researcher	  during	  
the	   interview,	  as	   the	   interviewee	  was	   supposed	   to	  be	   free	   to	  add	  and	  extrapolate	  
the	   content	   of	   the	   questions	   proposed.	   In	   other	   words,	   the	   format	   was	   semi-­‐
structured	   interview,	   I	  had	  a	  set	  of	  questions	  that	   I	  wanted	  to	  ask	  my	  source	  but	   I	  
also	  wanted	  him	  to	  be	  free	  and	  express	  his	  perspectives.	  (Barbour	  2008,	  17)	  
	  
The	  interviews	  took	  place	  via	  Skype	  as	  my	  source	  is	  based	  in	  India.	  	  
	  
In	  total	  there	  were	  two	  oral	  interviews	  and	  one	  written	  interview.	  From	  the	  first	  to	  
the	   second	   interview	   there	   was	   a	   considerable	   difference	   in	   the	   tone	   of	   the	  
questions,	  as	  I	  narrowed	  my	  research	  even	  more	  and	  got	  more	  confidence	  with	  my	  
interviewee.	   The	   written	   interview	   was	   made	   in	   order	   to	   reassure	   some	   of	   most	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important	   points	   that	   the	   interviewee	   could	   feel	   intimidated	   to	   reply	   at	   the	  work	  
environment	  or	  orally.	  	  
	  
Following	   the	   data	   gathering,	   I	   proceed	   to	   the	   transcription,	   categorization	   and	  
interpretation.	   Thereafter	   I	   interpreted	   the	   convergences	   and	   divergences,	   within	  
the	  different	  interviews	  and	  different	  responses	  to	  similar	  questions	  and	  contrasted	  
with	  the	  Arla	  Food	  mission	  and	  organizational	  information	  as	  well	  as	  with	  literature	  
and	   journals	  about	   Indian	  culture	  and	  work	  environment.	  This	   interpretation	   is	   the	  
heart	   of	   all	   qualitative	   research	   and	   the	   comparison	   is	   essential	   to	   filter	   the	  
information	   and	   relate	   it	   to	   my	   cardinal	   question	   on	   how	   Arla	   Foods	   use	  
communicational	   tools	   to	   maintain	   the	   fruitful	   relationship	   between	   the	  
headquarter	  and	  the	  Indian	  vendors.	  	  	  
	  
Secondary	  Data	  	  
	  
	  
Besides	  the	  primary	  data	  collection,	  I	  will	  also	  use	  secondary	  data	  collection	  such	  as	  
corporative	  website	  information,	  surveys	  and	  publications	  and	  related	  literature.	  	  
	  
	  
VALIDITY	  	  
	  
Validity	   is	   “an	   assessment	   of	   what	   the	   result	   can	   be	   used	   for,	   or	   what	   it	   covers”	  
(Olsen	   and	   Pedersen	   2008).	   More	   accurately,	   validity	   involves	   the	   assessing	  
reliability	  or	  validity,	  which	  has	  to	  do	  with	  the	  solidity	  of	  the	  data	  in	  relation	  to	  the	  
data	   collection	   technique.	   Especially	   when	   it	   comes	   to	   social	   science,	   the	   validity	  
measurement	  can	  be	  rather	  imprecise.	  (G.	  Carmines	  og	  A.	  Zeller	  1979,	  9)	  
	  
A	  reflective	  work	  on	  the	  elaboration	  of	  the	  questions	  to	  my	  interviewee	  came	  as	  an	  
attempt	  to	  get	  verified	  and	  trustworthy	  data	  based	  in	  intellectual	  background	  that	  is	  
relevant	  for	  the	  problem	  formulation	  and	  related	  to	  my	  investigation.	  So	  I	  could	  get	  
reliable	  answers	  and	  integrated	  and	  thorough	  conclusion.	  
	  
The	   aim	  of	   this	   project	   it	   is	   to	   understand	  how	  a	   company	   can	   keep	   its	   unity	   and	  
efficiency	  with	  employees	  in	  different	  countries	  and	  cultures,	  avoiding	  the	  coercive	  
method	  and	  emphasizing	  dialogic	  communication	  to	  establish	  fruitful	  relationships.	  	  
	  
	  
LIMITATIONS	  	  
	  
As	  mentioned	   before	   outsourcing	   is	   a	   concept	   that	   involves	   international	   players,	  
different	  geographic	  spaces,	  different	  cultures	  and	  languages	  and	  multiple	  economic	  
forces.	  There	  are	  many	  variables	  that	  the	  research	  could	  have	  covered.	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I	   wanted	   to	   investigate	   the	   importance	   of	   communication	   and	   the	   role	   of	  
Representatives	  to	  promote	  procedures	  alignment	  with	  offshore	  vendors.	   I	  wanted	  
to	  experience	  a	   company	  with	   a	   very	   strong	  equality	  policy,	   creating	   its	   long-­‐term	  
relationship	  with	   Indian	  workers	  not	  based	  on	  abusing	   labour	  force	  and	   labour	   law	  
flexibility	  of	  a	  weaker	  country,	  but	  stimulating	  dialogue	  and	  culture	  awareness.	  
	  
Combining	   the	   theories	   adopted	   in	   this	   project	   to	   dissect	   the	   data	   analysis,	   I	  
understand	   that	   the	   outsourcing	   is	   a	   mutualism	   while	   both	   sides	   should	   benefit	  
from.	  Furthermore	  the	  case	  is	  a	  Danish	  company	  that	  outsourced	  its	  IT	  Department	  
to	   India	   in	   2006.	   It	   is	   a	   long-­‐term	   relationship	   that	   should	   be	   an	   example	   of	  
successful	  use	  of	  dialogue	  and	  intercultural	  respect.	  	  
	  
The	   biggest	   challenge	   for	   this	   project	   was	   to	   find	   and	   contact	   neutral	   sources	   to	  
collect	   primary	   data.	   The	   outsourcing	   issue	   itself	   is	   not	   a	   polemic	   topic,	   but	   if	   it	  
implies	  working	   power	   relationship	   it	   opens	   to	  more	   political	   implications.	   Having	  
access	   to	   employees	   in	   India	   through	   my	   source	   was	   null	   and	   to	   avoid	   any	   an	  
uncomfortable	  and	  conflictive	  situation	  I	  avoided	  to	  keep	  insisting.	  Several	  attempts	  
to	   contact	   Indian	   employees	   of	   one	   of	   Arla	   Foods	   vendors	   by	   other	   means	   were	  
made	  but	  without	  success.	  	  
	  
The	  source	  of	  my	  project	  was	  willing	   to	  help	  me	  on	  my	  research	  on	  the	  condition,	  
which	   I	  agreed	  to,	   that	  all	   information	  shared	  would	  be	  restricted	  to	  the	  academic	  
environment.	  	  
	  
It	  would	  have	  been	  interesting	  to	  get	  to	  interview	  an	  Indian	  employee	  from	  one	  of	  
the	   vendors.	   But	   once	   again,	   due	   to	   the	   exposure	   of	   the	   topic	   to	   political	  
implications	   it	  was	   impossible	  to	   identify	   local	   Indian	  employees	  to	  contribute	  with	  
interviews.	   For	   the	   sake	   of	   the	   discussion	   it	   would	   have	   been	  more	   fruitful	   but	   it	  
should	  not	  affect	   the	  results,	  as	   the	   focus	  will	  always	  be	  on	  the	  role	  of	   the	  Danish	  
representative.	  	  	  
	  
THEORETICAL	  FRAMEWORK	  	  
	  
	  
Dialogic	  Communication	  Theory	  	  
	  
The	   best	   approach	   to	   carry	   out	   at	  my	   project	   begins	   with	   the	   one	   introduced	   by	  
Lisbeth	  Frølunde	  in	  her	  text	  “Dialogical	  Ethics	  and	  Reflections	  on	  Unfinalizability	  –	  
An	  analysis	  of	  Dissenting	  Voices	  in	  a	  Film	  Contest	  Study”	  (Frølunde	  2012)	  because	  it	  
takes	  into	  consideration	  the	  fact	  that	  each	  voice	  is	  a	  different	  voice,	  the	  individuals	  
are	  the	  result	  of	  many	  external	  factors	  such	  as:	  otherness,	  heteroglossia	  and	  space.	  
Different	  geographical	  sites	  mean	  different	  languages,	  cultures	  and	  behaviours.	  The	  
external	   factors	   help	   us	   to	   understand	   the	   humans	   and	   the	   different	   cultural	  
contexts,	  essential	  for	  companies	  that	  will	  extend	  actions	  outside	  their	  own	  nation.	  
We	   are	   social	   animals	   and	   thus	   the	   concept	   of	   moral	   and	   ethic	   in	   every	   culture	  
depends	  on	  how	  individuals	  engage	   in	  dialogue	  and	   interact	  with	  each	  other.It	   is	  a	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slow	  process	  of	  constructing	  identity;	  combining	  language,	  habits,	  and	  negotiation	  of	  
space,	   resulting	   in	   a	   productive	   synergy	   that	   any	   organization	   need	   to	   take	   into	  
consideration.	  
	  
Unfolding	   a	   bit	   more	   the	   meaning	   of	   this	   social	   dialogue,	   a	   primordial	   idea	   was	  
already	   introduced	   by	   the	   philosopher	   Aristotle.	   He	   brought	   the	   concept	   that	   the	  
human	  being	   is	   a	   social	   animal	  and	   its	  natural	   condition	   is	   to	   live	   in	  a	   community.	  
The	   idea	  of	  dialogue	  would	  be	   inconceivable	   if	  humans	  would	  not	   live	   in	  a	   society	  
(Hoffe	   og	   Salazar	   2003).	   	   This	   Aristotle	   concept	   can	   be	   developed	   together	   with	  
Bakhtin´s	   Dialogic	   Theory	   highlighted	   in	   this	   Project	   to	   trace	   the	   main	   lines	   of	  
analysis:	  (Belova,	  O.,	  King,	  I	  og	  Martyna,	  Silwa	  u.d.,	  29)	  
-­‐	  Difference	  as	  a	  dynamic	  of	  change	  	  
-­‐	  The	  relational	  (co-­‐)	  construction	  of	  meanings	  incl.	  Self	  and	  Other	  
-­‐	  The	  unfinalisable,	  dynamic	  &	  fluid	  nature	  of	  meaning	  making	  	  
-­‐	  The	  multivocality	  of	  language	  
	  
Bakhtin	   defines	   dialogue	   as	   a	   characteristic	   of	   human	   life:	   “to	   live	   means	   to	  
participate	  in	  dialogue”.	  (Dentith	  1994,	  7)	   	  
	  
A	  company	  that	  will	  outsource	  its	  production	  or	  services	  to	  different	  countries	  must	  
understand	  that	  culturally	  the	  individuals	  of	  one	  country	  are	  different	  from	  those	  of	  
another	  and	  the	  social	  codes	  are	  variable	  from	  one	  place	  to	  another.	  	  
	  
On	   their	   research	   of	   the	   corporative	   environment	   and	   organizational	  microcosms,	  
Thomas,	  Sargent	  &	  Hardy	  describe	  how	  to	  obtain	  balance	  between	  individuals	  even	  
with	  different	  backgrounds	  and	  different	  hierarchical	  positions:	  	  
	  
”Organizations	   are	   viewed	   not	   as	   fixed	   entities,	   but	   as	  
unfolding	   enactments.	   ‘Organization’	   is	   an	   emergent	  
property	   of	   change	   –	   a	   temporary	   pattern	   constituted	   by	  
and	  shaped	  from	  micro-­‐interactions	  among	  actors,	  situated	  
in	  their	  everyday	  work”.	  (R.,	  L.	  og	  C.	  2011,	  22)	  
	  
Companies	  must	  be	  understood	  as	  relational	  entity,	  meaning	  the	  group	  of	  individuals	  
and	  their	   interactions	  create	  structure	  alive,	   in	  constant	  changing	  according	  to	  their	  
personal	   and	   cultural	   negotiations.	   Therefore	   the	   three	   concepts	   mentioned	  
previously	   by	   Lisbeth	   help	   us	   to	   categorize	   the	   medium	   we	   are	   working	   with:	  
otherness,	  heteroglossia	  and	  space,	  but	  most	  of	  all	   the	   idea	  of	   “unfinalizability”	  of	  
“meaning-­‐making”	  because	   the	  society	   is	  a	  vivid	  structure	  developing	  and	  changing	  
all	   the	   time.	   (Frølunde	   2012).	   The	   strategy	   once	   applied	   at	   the	   Headquarters’	  
Company	  will	  not	  necessarily	  be	  useful	  or	  valid	  in	  other	  departments	  with	  the	  same	  
results.	  Managers	   and	  CEO´s	  must	   tune	   their	   communication	   to	  each	   situation	  and	  
environment.	  	  
	  
As	  per	  Laura	  W.	  Black	  and	  her	  text	  “	  Deliberation,	   Storytelling	  Dialogic	  Moments”	  
(Black	   2008)	   it	   is	   easy	   to	   understand	   how	   same	   situations	   receive	   different	  
	   12	  
communication	   practices	   that	   help	   groups	   understand	   and	   productively	   manage	  
their	  differences.	  Here	  the	  concept	  of	  mutuality	  is	  an	  important	  factor.	  Mutuality	  is	  
the	  concept	  of	  being	  aware	  of	  individual’s	  uniqueness,	  presuming	  respect	  for	  other.	  
In	   a	   group,	   respect	   towards	   the	   other	   group	   members	   results	   in	   inclusion	   and	  
fellowship	  attitude,	  avoiding	  coercive	  or	   imposing	  beliefs	  or	  standards	   (Black	  2008,	  
99).	  To	  implement	  a	  new	  rule	  or	  a	  new	  department	  a	  corporation	  needs	  to	  foster	  an	  
open	  and	  pure	  dialogue	  with	  their	  workers,	  using	  them	  as	  partners	  and	  not	  only	  as	  
submissive	   employees.	   A	   company	   will	   be	   able	   to	   check	   the	   group	   limits	   and	  
boundaries	  with	  dialogue.	  There	  might	  be	  tension	  while	  the	  participants	  build	  their	  
common	  base	  of	   understanding	   and	  at	   the	   same	   time	  maintain	   the	  uniqueness	  of	  
their	   individual	   perspectives.	   The	   act	   of	   hiring	   a	   new	   employee	   or	   using	   vendors,	  
paying	   the	   salary	   or	   opening	   a	   department	   at	   a	   cheaper	   country	   is	   not	   by	   itself	   a	  
guarantee	  for	  the	  Company	  to	  succeed.	  The	  employee’s	  motivation	  depends	  on	  the	  
level	  of	  their	  engagement.	  	  
	  
Bakhtin	   conceptualizes	   tensions	   between	   centrifugal	   and	   centripetal	   tendencies	  
towards	   difference	   and	   unity.	   The	   engagement	   implies	   an	   active	   participation,	   a	  
feeling	  of	  empowerment	  of	  the	  employee´s	  voice	  and	  helping	  the	  company	  to	  obtain	  
the	   best	   advantage	   of	   each	   different	   of	   environment	   even	   though	   culturally	   and	  
geographically	  diverse.	  	  
	  
Bakhtin	   brings	   the	   most	   valuable	   concept	   to	   help	   the	   project	   analysis	   that	   the	  
communication	  is	  the	  bridge	  to	  outsourcing	  companies	  and	  their	  representatives	  to	  
establish	   a	   successful	   relationship	   with	   different	   vendors	   and	   different	   working	  
cultures.	  	  
	  
Communication	   in	   this	   sense	   is	   applied	   as	   open	   dialogue,	   with	   fusion	   and	  
differentiation	   of	   different	   perspectives.	   The	   engagement	   of	   all	   parts	   promotes	   a	  
dynamic	  interplay	  where	  each	  side	  brings	  its	  best.	  The	  reason	  of	  outsourcing	  is	  the	  
synergy	  of	  the	  different	  players,	  contributing	  with	  their	  expertise	  in	  different	  fields,	  
to	   maintain	   the	   Organization	   sharp	   and	   efficient.	   (Broome	   2009).	   Dialogic	  
Communication	   Theory,	   through	   Bakhtin’s	   doctrine,	   is	   crucial	   to	   making	   the	  
connection	   between	   the	   theory	   on	   this	   paper	   and	   the	   response	   of	   the	   cardinal	  
question.	  	  
	  
Representatives	  for	  outsourced	  companies	  need	  to	  relay	  on	  communication	  to	  build	  
trust	   with	   different	   partners,	   vendors,	   employees	   from	   other	   cultures.	   It	   enables	  
them	   to	   lead	   effectively,	   deliver	   right	   messages	   and	   obtain	   results.	   But	   trust	   is	  
something	  that	  must	  be	  earned,	  and	  cannot	  be	  taken	  for	  granted.	  Dialogue	  catalyses	  
and	   empowers	   the	   management	   of	   several	   external	   risky	   factors	   to	   threat	   a	  
company´s	   stability	   like:	   customers	   opinion	   and	   behaviour,	   supply	   chain,	   price,	  
employees,	   different	   taxes	   and	   governmental	   rules,	   different	   stakeholders	   to	   deal	  
with	  and	  finally	  the	  necessity	  of	  profit.	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Applying	  Blacks	  thoughts:	  
	  
“Dialogue	   Theory	   emphasizes	   that	   dialogue	   cannot	   be	  
mandated	   or	   forced	   because	   the	   moments	   of	   human	  
contact	   that	   characterize	   dialogue	   are	   emergent	   and	  
surprising	  (Black	  2008,	  110)	  
	  
I	   hope	   to	   identify	   traits	   of	   dialogic	   communication	   at	   Arla	   Foods	   representative	  
behaviour	   in	   India	  while	  studying	  the	  case	  chosen.	   If	  dialogic	  communication	  is	  not	  
applicable,	   the	   paper	  will	   try	   to	   come	   up	  with	   suggestion	   on	   how	   to	   improve	   the	  
work	   environment	   and	   preserve	   the	   individual’s	   identity,	   avoiding	   oppression	   and	  
still	  having	  focus	  on	  the	  company	  efficiency	  and	  profit.	  	  
	  
	  
A	  combined	  Model	  of	  IT	  Outsourcing	  partnership	  and	  support	  	  
	  
	  
In	  order	  to	  have	  a	  visual	  and	  theoretical	  model	  to	  analyse	  the	  quality	  and	  success	  of	  
the	  outsourcing,	  the	  present	  paper	  will	  use	  a	  model	  first	  developed	  by	  Alborz	  et	  al	  
(2003)	  and	  later	  revised	  by	  Lee	  and	  Kim	  (2009).	  The	  model	  lists	  a	  number	  of	  factors	  
influencing	  the	  quality	  of	  IT	  outsourcing	  partnerships	  and	  hence	  the	  final	  outcome	  of	  
these	  outsourcing	  processes.	  Finally	  Marchewka	  and	  Oruganti	  also	  proposed	  to	  add	  
two	   extra	   factors	   to	   the	   model:	   process	   factors	   and	   cultural	   factors.	   (Figure	   01)	  
(Marchewka	  og	  Oruganti	  2013)	  
	  
The	   model	   attempts	   to	   reduce	   the	   complexity	   of	   an	   outsourcing	   relationship,	  
offering	   an	   overview	   of	   all	   factors	   related	   to	   an	   outsourcing	   process.	   For	   logical	  
reasons,	   the	   data	   analysis	   of	   this	   project	   will	   apply	   only	   communicational	   and	  
cultural	  Factors	  extracted	  from	  the	  model.	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The	  model	  starts	  from	  the	  initial	  point	  of	  a	  partnership	  quality	  description	  and	  it	  can	  
progress	   into	   an	   outsourcing	   success.	   According	   to	   Marchewka	   and	   Orugantis	  
partnership	  is	  defined	  as:	  
	  
“Long-­‐term	   commitment,	   a	   sense	   of	   mutual	   cooperation,	  
shared	  risk,	  and	  benefits,	  and	  other	  qualities	  consistent	  with	  
concepts	   and	   theories	   and	   participatory	   decision-­‐making”	  
(Marchewka	  og	  Oruganti	  2013,	  74)	  
	  
The	  model	  indicates	  all	  the	  factors	  that	  have	  an	  impact	  on	  the	  partnership	  Quality	  in	  
which	   will	   merge	   to	   result	   into	   an	   Outsourcing	   Success.	   Many	   of	   the	   factors	   are	  
related	  to	  more	  than	  the	  cultural	  aspects	  of	  externalizing	  the	  company	  and	  therefore	  
go	  beyond	  the	  aim	  of	  this	  project.	  
	  
In	   order	   to	   evidence	   the	   complexity	   of	   outsourcing	   process,	   the	   Outsourcing	  
Quality/Success	  Model	   unfolds	   different	   factors	   or	   stages	   to	   excel	   externalization.	  
Those	  factors	  would	  be	  divided	  in	  families	  and	  subfamilies	  (Marchewka	  og	  Oruganti	  
2013):	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   -­‐ Dynamic	   Factors:	   participation,	   joint	   action,	   communication	   quality,	  
coordination,	   information	   sharing	   –	   related	   to	   participation	   and	   level	   of	  
engagement.	  The	  communicational	  aspect	  here	  takes	  into	  consideration	  only	  
the	   exchange	   of	   information	   and	   business	   understanding,	   and	   does	   not	  
discuss	  the	  cultural	  aspects.	  -­‐ Static	   Factors:	   age	   of	   relationship,	   mutual	   dependency	   –	   related	   with	   the	  
estimation	   and	   necessity	   to	   outsource	   part	   of	   service/production	   and	   the	  
relevant	  benefit	  for	  the	  partners.	  The	  relationship	  must	  continue	  as	  long	  as	  it	  
serves	  the	  needs	  of	  the	  partners.	  -­‐ Contextual	  Factors:	  cultural	  similarity,	  top	  management	  support	  –	  related	  to	  
the	   context	   of	   each	   company	   individually	   and	   the	   cooperation	   of	   both/all	  
companies	  towards	  a	  common	  goal.	  Organizations	  have	  different	  corporative	  
values	   and	   goals.	   The	   similarity	   of	   these	   company	   features	   or	   the	  
competency	   to	   align	   them	   can	   determine	   the	   success	   of	   an	   outsourcing	  
project.	  	  -­‐ Configuration:	   Outsourcing	   Intent,	   results	   of	   due	   diligence,	   contract,	  
governance	   arrangement	   –	   related	   to	   actions	   before	   the	   outsourcing	   itself.	  
Knowledge	  of	  the	  scope	  and	  expertise	  in	  the	  areas	  that	  will	  be	  involved	  at	  the	  
externalization	   of	   services/production	   is	   important.	   It	   is	   mandatory	   to	  
formalize	   the	   outsourcing	   over	   a	   contract	   to	   avoid	   jeopardizing	   the	   whole	  
structure.	  	  -­‐ Operationalization:	   Transition,	   performance	   management,	   working	  
relationship	   (style)	   and	   knowledge	   exchange	   –	   related	   with	   how	   the	  
outsourcing	  is	  running	  and	  the	  continuous	  evaluation	  of	  the	  activities.	  	  -­‐ Process	   Factors:	   related	   to	   the	   IT	   resources	   and	   the	   influences	  of	   a	   lack	  of	  
capabilities	   of	   the	   IT	   provider	   and/or	   the	   way	   they	   are	   organized.	   The	   IT	  
resources	   are	   fundamental	   and	   have	   a	   direct	   influence	   on	   the	   quality	   and	  
longevity	  of	  the	  outsourcing	  relationship.	  -­‐ Cultural	   Factors:	   time	   zone	   differences,	   language	   barriers,	   cultural	  
differences.	   ‘Cultural	   similarity’	   as	   a	  Contextual	   Factor,	   focuses	  more	  on	  an	  
organizational	   fit	   between	   partners.	   As	   many	   partnerships	   today	   exist	  
between	   global	   partners,	   a	   set	   of	   national	   Cultural	   Factors	   are	   relevant	  
because	   they	   have	   an	   impact	   on	   the	   quality	   of	   the	   partnership.	   Pertinent	  
points	  such	  as	  religion,	  language,	  traditions	  and	  cultural	  norms.	  	  
	  
Although	   all	   the	   factors	   describe	   important	   moments	   that	   overlap	   during	   the	  
process,	   it	   is	   important	   to	   highlight	   that	   the	   cultural	   factors	   are	   the	   focus	   of	   this	  
project	  and	  the	  bases	  for	  the	  data	  collection	  and	  analysis:	  	  
	  
	   -­‐ Communication	   Differences:	   effective	   communication	   between	   partners	   is	  
essential	   to	   achieving	   the	   intended	   objectives.	   Communication	   is	   not	   only	  
useful	  to	  keep	  the	  flow	  of	  information	  between	  all	  partners	  but	  also	  to	  build	  
a	  trustful	  and	  confident	  relationship.	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-­‐ Communication	   Barriers:	   even	   though	   all	   partners	   can	   use	   the	   same	  
language,	   many	   variables	   can	   be	   played:	   as	   cultural	   interpretations	   and	  
different	  accents	  may	  lead	  to	  misunderstandings	  and	  confusion.	  
	   -­‐ Time	   zone	  differences:	   	  an	  effective	  communication	  can	  be	  hard	  to	  control	  
and	  coordinate	  when	  offshore	  and	  onshore	  partners	  are	  geographically	  and	  
time	  zone	  differences.	   It	   can	  result	   in	   inefficiency	  and	   impact	   the	  quality	  of	  
production	  /	  services.	  	  
	  
ANALYSIS	  
	  
	  
The	   data	   analysis	   will	   take	   into	   consideration	   the	   Cultural	   Factors	   from	   the	  
Outsourcing	  Quality/Success	  Model.	  Based	  on	  this	  Model	  the	  analyses	  will	  unfold	  the	  
main	  outcomes	  from	  the	  data	  collected	  and	   lead	  to	  the	  conclusion.	  The	   interviews	  
and	  Adam	  responses	  will	  be	  presented	  following	  this	  schema.	  Most	  of	  his	  replies	  will	  
be	  quote	  literally,	  to	  support	  my	  findings.	  	  	  
	  
Communication	  Differences	  	  
	  
It	   is	   not	   only	   about	   the	   flow	   of	   exchanging	   messages	   and	   information;	   a	  
communication	  with	  quality	  comes	  when	  both	  parts	  built	   trust	  and	  mutual	  respect	  
despite	  cultural	  differences.	  Creating	  empathy	  with	  the	  vendors	  in	  India	  must	  be	  one	  
of	  the	  first	  steps.	  
	  
Arla	  Foods	  seems	  to	  be	  aware	  of	  it	  and	  started	  with	  only	  one	  vendor	  in	  2006	  before	  
moving	  the	  complete	  IT	  Department	  to	  India,	   in	  2012.	  Even	  though	  Arla	  Foods	  was	  
searching	   for	   cost	   reduction	   and	   a	   market	   with	   skilled	   SAP	   work	   force	   (SAP	   is	  
acronym	  for	  Systems,	  Applications,	  Products	  in	  Data	  Processing	  -­‐	  enterprise	  software	  
to	  manage	   business	   operations	   and	   customer	   relations),	   it	   was	   a	   slow	   process	   to	  
assure	  success.	  	  	  
	  
In	  2012,	  following	  a	  change	  of	  strategy	  and	  an	  addition	  of	  vendors	  to	  work	  with,	  Arla	  
Foods	  sent	  a	  representative	  to	  India,	  who	  had	  experience	  with	  the	  country	  and	  was	  
undergoing	  cultural	  training	  for	  the	  job.	  	  
	  
Adam:	  I	  was	  visiting	  India	  3	  times	  (and	  1	  time	  with	  my	  family)	  
before	   moving	   to	   India.	   We	   were	   also	   provided	   with	   some	  
cultural	  training	  before	  moving	  to	  India.	  And	  when	  we	  arrived	  
to	   India	   a	   local	   relocation	   company	   helped	   with	   some	  
practicalities.	   In	   terms	   of	   headquarter	   instructions,	   the	  main	  
message	  is	  for	  Arla	  Foods	  to	  have	  a	  multi	  vendor	  setup	  –	  not	  
being	  dependent	  of	  only	  one	  single	  IT	  vendor.	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The	   Representative	   in	   charge	   of	   the	   operation	   was	   sent	   in	   several	   visits	   to	   India	  
before	  moving,	  one	  of	  them	  bringing	  his	  family.	  It	  is	  implicit	  an	  initial	  approach	  that	  
includes	  the	  other	  members	  of	  the	  family,	  a	  real	  immersion	  and	  comprehension	  on	  
the	  Indian	  society.	  	  
	  
Allied	   to	   visits,	   Adam	   received	   cultural	   training	   and	   an	   assistance	   of	   Relocation	  
Company,	   indicating	   that	   a	   proper	   transition	   to	   India	   for	   the	   Representative	   was	  
important	   for	   Arla	   Foods.	   It	   seems	   to	   be	   important	   that	   the	   Representative	   could	  
feel	  safe	  dealing	  with	  local	  vendors	  but	  also	  in	  company	  with	  his	  family.	  	  
	  
Having	  more	   than	   one	   vendor	   to	  work	  with	   is	   beneficial	   for	   the	   customer	   (in	   this	  
case	  Arla	  Foods)	  in	  negotiation	  with	  other	  vendors.	  Adam	  suggests	  that	  having	  more	  
than	   one	   vendor	   opens	   the	   competition	   among	   others	   and	   Arla	   Foods	   could	   get	  
better	  offers.	  He	  suggests	  that	  a	  Representative	  in	  India	  was	  the	  only	  way	  to	  make	  a	  
‘multivendor	  set	  up’	  possible.	  
	  
Arla	  Foods	  takes	  a	  considerable	  risk	  to	  move	  its	   IT	  Department	  to	  India	  and	  relying	  
on	  external	   vendors.	   Some	  basic	   security	   information	  or	  organizational	   secrets	  are	  
exposed	   to	   a	   third	   part.	   In	   this	   sense	   the	   company	   is	   keeping	   it	   under	   control,	  
referring	  only	  to	  one	  person.	  
	  
A:	   Well	   actually	   all	   the	   vendors	   they	   are	   working	   out	   of	  
contracts	  and	  agreements	  so	  they	  have	  agreed	  to	  collaborate	  
across	   borders	   (…),	   so	   they	   have	   service	   agreements	   saying	  
something	  about	  very	   strict	  which	   level	  of	   services	   they	  have	  
to	   provide	   to	   the	   customers	   and	   also	   how	   should	   they	  
collaborate	  among	  the	  vendors.	  So	  that	  is	  all	  described	  in	  our	  
contracts	  and	  personal	  agreements.	  (…)	  
	  
The	  Representative	   is	   the	   figure	   to	   promote	   the	  dialogue	  between	   Indian	   vendors	  
and	  the	  expectations	  and	  goals	  of	  Arla	  Foods.	  He	  seems	  to	  foster	  a	  prolific	   field	  to	  
this	  communication:	  	  
	  
“What	   I	   have	   been	   doing	   since	   I	   started	   is	   to	   get	   a	   good	  
relationship	  with	   the	   Indian	   vendors	   and	   to	   actually	   building	  
up	  trust	  between	  me	  and	  the	  guys	  down	  here	  in	  India.	  And	  it	  
seems	  it	  is	  working	  very	  good.	  Because,	  trust	  is	  mandatory	  to	  
build	  a	  good	   relation	  and	  also	   to	   create	  efficient	   team	  down	  
here.	  	  
	  
Adam	   was	   trained	   prior	   to	   the	   arrival	   in	   India	   and	   had	   in	   mind	   his	   part	   in	   the	  
relationship	   between	   Arla	   Foods	   and	   Indian	   vendors.	   He	  mentions	   possible	   errors	  
that	  he	  avoided	  because	  of	  he	  knew	  the	  Indian	  workers	  better:	  	  
	  
Adam:	  (…)	  So	  if	  you	  just	  come	  down	  here	  to	  India	  and	  do	  lots	  
of	  controlling	  and	  audit	  you	  will	  not	  succeed.	  It	  is	  important	  to	  
build	  up	  a	  relationship	  of	  trust	  and	  then	  they	  can	  see	  you	  as	  a	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part	  of	  a	  team	  and	  I	  can	  help	  to	  make	  things	  happen	  in	  India	  
and	   also	   make	   things	   happen	   across	   the	   Europe.	   The	   trust	  
issue	  is	  extremely	  important.	  	  
	  
In	   fact,	   the	   presence	   of	   a	   Representative	   seems	   to	   be	   crucial	   for	   a	   profitable	  
relationship	   between	   companies	   and	   Indian	   vendors	   and	   Adam	   mentioned	   other	  
Danish	  companies	  that	  are	  doing	  the	  same,	  sending	  their	  own	  key	  person	  to	  perform	  
dialogue	  with	  vendors,	  as:	  Lego	  and	  Carlsberg.	  	  
	  
Adam:	   (…)	  So	  therefore	   it	   is	  extremely	  beneficial,	   I	   can	   feel	   it	  
every	   day,	   that	   regarding	   to	   India,	   when	   it	   is	   something	   in	  
India,	   that	   Indian	   consultant	   does	   not	   understand,	   they	   just	  
come	  to	  me	  and	   I	  will	  escalate	   towards	  Denmark	  or	   towards	  
the	  other	  vendors,	  so	   I	  can	  easily	  get	  an	  understanding	  what	  
are	  they	  talking	  about	  in	  Arla	  Foods	  Denmark	  or	  Sweden	  or	  UK	  
and	  I	  will	  do	  something	  with	  it.	  
	  
Considering	  the	  Indian	  workers,	  Adam	  said	  that	  it	  is	  important	  for	  him	  to	  make	  sure	  
that	  the	  employees	  of	  the	  Indian	  vendors	  understand	  the	  implication	  of	  their	  job.	  He	  
learned	  about	  Indian	  culture,	  but	  the	  Indians	  also	  must	  be	  aware	  of	  the	  repercussion	  
of	  their	  job.	  	  
	  
They	   are	   well	   skilled	   professionals,	   with	   emphasis	   on	   IT	   skills,	   but	   they	   are	   not	  
familiar	  with	   the	   Scandinavian	  way	   of	  working.	   They	   belong	   to	   a	   different	   culture	  
and	  before	  being	  professionals	  they	  have	  been	  raised	  in	  this	  culture.	  For	  a	  successful	  
outsourcing,	  both	  part	  must	  by	  synchronized.	  	  
	  
Adam:	   And	   you	   can	   imagine,	   if	   you	   are	   sitting	   in	   front	   of	   a	  
computer	   everyday	   in	   India	  and	   you	  are	  not	   so	   familiar	  with	  
another	  country,	  you	  have	  never	  been	  out	  of	  Delhi.	  Then	  you	  
are	  typing	   in	  some	  SAP	  System	   in	   front	  of	  a	  computer...	   then	  
they	  are	  very	  interested	  in	  actually	  seeing	  what	  is	  the	  effect	  of	  
my	  work	  behind	  the	  screens	  on	  the	  production	  line,	  production	  
systems.	  They	  are	  very	  interested	  in	  getting	  that	  knowledge.	  
	  
He	   made	   a	   didactic	   video	   (link:	   https://www.youtube.com/watch?v=eItA-­‐
ofWwic&feature=youtu.be)	  so	  vendors	  can	  visualize	  the	  bigger	  picture.	  In	  the	  video	  
the	   Logistics	  Manager	   in	   Sweden	  explains	   that	  Arla	   Foods	   relies	   totally	   on	   their	   IT	  
System.	  If	  it	  stops,	  the	  company	  stops.	  There	  is	  no	  room	  for	  mistakes.	  
	  
Adam	  (...)	  so	  it	  is	  about	  to	  run	  the	  IT	  portfolio	  of	  Arla	  Foods.	  
That	  is	  what	  it	  is	  all	  about.	  To	  strengthen	  the	  understanding	  
of	  Arla	   Food.	   I	   also	   teach	   the	   about	  Arla	   Foods	   in	   terms	  of	  
markets,	  products	  and	  customers.	  I	  have	  actually	  produced	  a	  
move	  to	  tell	  them	  about	  Arla	  Food	  as	  a	  Company	  and	  also	  IT	  
Solutions.	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Complementing	  this	  idea,	  Adam	  explains:	  
	  
So	   you	   can	   understand	   that	   we	   have	   people,	   users	   and	  
internal	   IT	   staff	   sitting	   in	   Denmark,	   sitting	   in	   UK	   and	  
Germany,	   then	  we	  have	  application	  vendors	  sitting	   in	   India,	  
and	   we	   have	   operational	   vendors	   sitting	   in	   China	   and	  
Denmark	   so	   it	   is	   a	   really	   global	   collaboration	   network.	   So	  
therefore	   it	   is	   extremely	   beneficial,	   I	   can	   feel	   it	   every	   day,	  
that	   having	  me	   here	   in	   India.	   If	   there	   is	   something	   Indians	  
Consultants	  do	  not	  understand	  instead	  of	  doing	  nothing	  they	  
come	  to	  me.	  And	  I	  will	  estimate	  toward	  Denmark	  or	  toward	  
other	   vendors.	   So	   I	   can	   easily	   understand	   what	   they	   are	  
talking	  about	  in	  Arla	  Foods	  Denmark	  or	  Sweden	  or	  UK	  and	  I	  
will	  do	  something	  about	  it.	  So	  estimation	  is	  something	  I	  work	  
with	  on	  a	  daily	  basis.	  
	  
So	   according	   to	   Adam	   his	   presence	   is	   extremely	   necessary	   to	   guide	   the	   activities	  
among	   the	   different	   teams.	   He	   needs	   to	   adjust	   different	  manners	   of	   work	   into	   a	  
unique	   understanding.	   Dialogue	   is	   not	   transition	   of	   tasks	   or	   information	   but	  
exchanging	  feelings.	  
	  
Representatives	   and	   local	   Indian	   vendors	   must	   achieve	   a	   cultural	   comfort,	   where	  
despite	   the	  differences,	   everyone	   is	  working	   to	   the	   same	   result.	   (Kobayashi-­‐Hillary	  
2005,	  242).	  One	  of	  the	  biggest	  cultural	  differences	  between	  the	  Danish	  company	  and	  
Indian	  vendors,	  well	  explained	  by	  Adam,	  is	  the	  hierarchical	  system	  that	  Indians	  live	  
in.	  	  
	  
A	   successful	   outsourcing	   is	   not	   just	   about	  moving	   IT	  Departments	   to	   India	   to	   take	  
advantage	  of	  a	  high	  number	  of	  well	  skilled	  workers	  and	  lower	  wage.	  If	  companies	  do	  
not	   know	   how	   to	   handle	   Indian	   workers	   on	   a	   daily	   basis	   they	   can	   put	   the	   whole	  
structure	  at	  risk.	  
	  
If	  representatives	  do	  not	  notice	  the	  cultural	  differences,	  they	  will	  not	  overcome	  the	  
small	  problems,	  and	   small	  problems	  can	  escalate	   to	   real	   crises.	  According	   to	  Mark	  
Kobayashi-­‐Hillary,	  hierarchy	  is	  important	  for	  Indians.	  Subordinates	  have	  a	  clear	  sense	  
of	  respect	  and	  submission	  towards	  their	  bosses,	  and	  “Managers	  often	  bark	  orders	  in	  
a	  manner	   that	   would	   not	   be	   acceptable	   to	   an	   American	   or	   European	   team.	   Their	  
position	  is	  accepted	  almost	  unconditionally”	  (Kobayashi-­‐Hillary	  2005,	  245).	  This	  is	  in	  
line	  with	  Adam	  perceptions:	  
	  
Adam:	  But	   the	  best	  managing	  style	  actually	  here	   in	   India	   is	  
being	   extremely	   clear	   and	   direct.	   Actually,	   sometimes	   you	  
give	  orders	  saying	  "	   I	  want	  you	  to	  do	  this	  before	  tomorrow.	  
Please	   begin."	   So	   it	   can	   be	   a	   little	   bit	   negatively	   but	   that	  
actually	  works	  down	  here.	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It	  is	  a	  society	  based	  on	  loyalty	  to	  the	  family,	  religion	  (Hindu	  Muslim,	  Christian,	  Sikh,	  
Buddhist,	  Parsi)	  and	  caste	  system,	  values	  that	  will	  also	  be	  imported	  to	  their	  working	  
environment.	   It	   is	   a	   culture	   different	   from	   the	   Danish	   society	   characterized	   by	  
individualism,	  independency	  and	  flat	  social	  and	  professional	  structures.	  	  
	  
A	  clear	  cultural	  difference	  brought	  up	  by	  Adam	  is	  that:	  
	  
Another	  difference	  in	  India	  is	  the	  fact	  that	  you	  cannot	  have	  a	  
manager	  being	  younger	  of	  age	  than	  yourself	  –	  sometimes	  it	  
happens,	   but	   it	   is	   very	   complicated.	   In	   IBM	   many	   women	  
hold	   management	   positions	   due	   to	   IBM	   internal	   policies	  
about	  the	  same.	  
	  
It	  seems	  that	  the	  presence	  of	  international	  customers,	  with	  different	  point	  of	  views	  
and	   beliefs,	   helps	   them	   as	   well.	   Even	   though	   young	   Indians	   still	   cannot	   have	   a	  
leading	   position,	   the	   presence	   of	   foreign	   companies	   has	   been	   enabling	   gender	  
visibility	  at	  the	  Indian	  market.	  	  
	  
Understanding	  the	  culture	  of	  a	  company	  located	  in	  another	  cultural	  diverse	  country,	  
is	   not	   only	   complex	   but	   also	   time	   consuming.	   In	   India,	   for	   example,	   introductory	  
questions	  when	  meeting	  other	  people	  may	  include:	  Are	  you	  married?	  What	  is	  your	  
salary?	  How	  much	  do	  you	  weigh?	  While	  being	   innocuous	  questions	   in	   India,	  many	  
people	  outside	  this	  culture	  may	  find	  them	  intrusive.	  (Marchewka og Oruganti 2013)	  
	  
While	  in	  Denmark	  managers	  are	  more	  flexible	  and	  it	  is	  usual	  to	  delegate	  more	  areas	  
of	   responsibility,	   in	   India	   it	   does	   not	   happen.	   They	   expect	   to	   be	   taught	   how	   and	  
when	   to	   do	   tasks.	   	   Gender	   and	   age	   differences,	   external	   factors	   for	   quality	   of	  
services,	  are	  still	  weighting	  on	  Indian	  discernment.	  
	  
Adam:	   I	   was	  managing	   12	   people	   in	   Denmark-­‐UK,	   and	   we	  
had	  a	  very	  openly	  discussion,	  feedbacks	  and	  communication	  
where	  most	   of	   employees	   are	  much	  more	   "self	   running"	   so	  
you	  can	  easily	  delegate	  areas	  of	  responsibility	  to	  employees	  
in	  Europe.	  But	  if	  you	  do	  it	  in	  India	  they	  will	  only	  move	  from	  A	  
to	  B	  and	  then	  stop,	  because	  they	  are	  not	  "self	  running"	  as	  in	  
Europe.	  	  
	  
The	  same	  flat	  structure	  does	  not	  work	  at	  the	  Indian	  markets.	  Even	  though	  Arla	  Foods	  
seeks	   innovation	   and	   creativity,	   it	   is	   rare	   that	   vendors	   go	   beyond	   the	   given	   tasks.	  
When	  it	  happens	  they	  try	  to	  keep	  close	  contact	  with	  the	  consultants	  to	  create	  a	  high	  
performing	  project	  team.	  	  
	  
	  
Adam:	  If	  you	  think	  about	  hierarch	  it	   is	  different	  in	  India	  and	  
in	  Arla	  Foods.	  In	  India	  it	  is	  very	  hierarchical	  built	  organization	  
and	  the	  authority	  level	  here	  is	  more	  strong	  and	  strict.	  In	  IBM	  
in	  India	  you	  have	  higher	  respect	  for	  authority	  than	  you	  have	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in	   Arla	   Foods.	   The	   differences	   would	   be	   that	   in	   Arla	   Foods	  
Europe	  you	  can	  delegate	  tasks	  to	  employees	  and	  IBM	  India	  is	  
more	   common	   roles	   to	   the	   consultancies	   and	   they	  work	   on	  
what	  they	  told	  to	  and	  when	  they	  are	  finished	  they	  will	  wait	  
for	  the	  next	  task	  from	  their	  manager.	  	  
	  
	  
If	  the	  Representative	  expects	  the	  same	  results	  from	  different	  teams	  using	  the	  same	  
inputs	  they	  might	  incur	  in	  error.	  Indians	  need	  to	  be	  guided	  from	  one	  task	  to	  another,	  
probably	  by	  respect	   to	   their	  superiors.	  Once	  again,	   the	  quality	  of	   the	  achieved	  has	  
nothing	  to	  do	  with	  how	  it	  is	  achieved.	  It	  is	  the	  Representatives	  task	  to	  guide	  his/her	  
team,	  Adam	  have	  it	  present	  all	  the	  time.	  
	  
Adam:	  Alignment	  of	  communication	  can	  speed	  up	  processes	  
and	   minimize	   errors,	   which	   are	   both	   the	   most	   important	  
reasons	   for	  doing	  alignment.	  And	  me	  being	  present	   in	   India	  
make	  a	  huge	  difference	  in	  terms	  of	  alignment.	  
	  
Representatives	  very	  often	  must	  assume	  the	  figure	  of	  a	  leader	  to	  encourage	  vendors	  
to	   standardize	   procedures	   avoiding	   loss	   for	   the	   outsourced	   company.	   As	   Indians	  
rarely	   promote	   conflicts	  with	   their	   leaders,	   they	   rarely	   disagree	  with	   deadlines	   or	  
availability	  to	  execute	  tasks.	  It	  can	  generate	  big	  risks	  as	  in	  the	  end	  they	  cannot	  fulfil	  
what	  was	  promised.	  	  
	  
Adam	   narrates	   situations	   where	   vendors	   assume	   responsibilities	   that	   they	   cannot	  
meet,	  either	   in	   time	  or	  substance	  because	  culturally	   it	   is	  unacceptable	   for	   them	  to	  
say	  “no”.	   	  Representatives	  must	  be	  aware	  and	  count	  on	  this	   inaccuracy,	  otherwise,	  
once	  again;	  they	  can	  put	  the	  whole	  Company	  in	  a	  very	  risky	  situation.	  	  
	  
Adam:	   But	   they	   are	   simply	   not	   capable	   to	   do	   it	   and	   again	  
because	   of	   the	   culture	   down	   here	   is	   that	   they	   are	  
continuously	   being	   evaluated,	   meaning	   that	   every	   time	   a	  
person	   does	   a	   good	   thing,	   it	   will	   increase	   his/her	   salary,	  
slightly,	  and	  it	  will	  help	  their	   job	  career.	  So	  all	  mistakes	  and	  
errors	   would	   be	   seen	   as	   things	   that	   will	   stop	   their	   career	  
development.	  
	  
And	   using	   Adams	   experience,	   cultural	   alignment	   is	   important	   in	   terms	   of	   reading	  
communicational	  signals.	  You	  have	  to	  be	  able	  to	  understand	  the	  different	  codes	  and	  
body	   language	  of	   Indian	  people,	   in	  comparison	  to	  Danish	  traits.	   Indians	  cannot	  say	  
NO	  because	  they	  think	  it	  will	  affect	  their	  reputation	  negatively.	  Thus	  a	  YES	  in	  India	  is	  
not	  always	  the	  same	  as	  a	  YES	  in	  Denmark.	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Communication	  Barriers	  
	  
Practical	   problems	   can	   arise	   from	   the	   combination	   of	   two	   different	   countries	  
working	   together,	   specifically	   regarding	   language	   used	   at	   the	   negotiations	   and	  
conversations.	  
	  
Obviously	   English	   is	   the	   default	   language	   between	   Arla	   Foods	   and	   the	   Indian	  
vendors.	   Even	   though	  both	  partners	   are	   used	   to	   and	   feeling	   comfortable	  with	   the	  
language,	  some	  practical	  issues	  can	  arise.	  
	  
Arla	   Foods	   and	   Adam	   seem	   not	   to	   experience	   big	   issues	   concerning	   languages,	  
probably	  because	  of	  the	  fact	  that	  he	  as	  a	  Representative	  filters	  the	  communication	  
between	  both	  sides.	  	  
	  
Adam	   (…)	   So	   I	   can	   easily	   understand	   what	   they	   are	   talking	  
about	   in	  Arla	   Foods	  Denmark	   or	   Sweden	  or	  UK	  and	   I	  will	   do	  
something	  about	  it	  (in	  India).	  
	  
	  
	  
But	   it	   is	   not	   that	   simple.	   Adam	   himself	   mentioned	   repeatedly	   the	   situation	   that	  
Indians	  culturally	  cannot	  say	   ‘no’.	  This	  has	   to	  do	  with	   their	  culture	  but	  will	  be	  also	  
part	  of	  their	  language.	  	  
	  
India	   has	   approximately	   1,210,193,444	   inhabitants	   and	   contains	   a	   list	   of	   22	  
scheduled	   languages	  at	   the	  Constitution,	  even	   though	  English	   is	  one	  of	   the	  official	  
languages	  of	  the	  Union	  of	  India	  (Wikipedia	  u.d.).	  	  
	  
It	   is	   common	   that	   Indians	   speak	  with	   a	   different	   accent	   and	   using	   English	   words.	  
Language	   is	   a	   vivid	   expression	   of	   a	   culture	   and	   therefore	   foreigners	   should	   count	  
with	  differences	  in	  this	  sense.	  	  
	  
Once	   again,	   the	   representation	   of	   NO	   in	   Indian	   language	   is	   a	   concrete	   result	   of	   a	  
society	  based	  in	  Hierarchy	  and	  respect	  to	  the	  social	  structure.	  
	  
Adam	  mentions	  that	  he	  uses	  body	  language	  interpretation	  to	  grasp	  the	  real	  meaning	  
of	  Indian	  dialogue.	  	  
	  
	  
Time	  Zone	  Differences	  	  
	  
	  
Another	   important	   aspect	   is	   the	   time	   zones	   differences.	   There	   are	   periods	  where	  
India	  is	  almost	  5	  hours	  ahead	  of	  Denmark.	  As	  Arla	  Foods	  is	  a	  24/7	  company,	  working	  
with	   perishable	   foods	   it	   is	   mandatory	   that	   all	   components	   are	   aware	   of	   the	  
importance	  of	  their	  tasks.	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Adam	   highlights	   this	   inconvenience	   and	   the	   institutional	   video	   of	   Arla	   Foods	   also	  
points	  out	  how	  serious	  it	  can	  be.	  Once	  again,	  communication	  must	  come	  across	  and	  
balance	  the	  puzzle.	  Adam	  suggests	  that	  his	  role	  is	  really	  important	  to	  make	  sure	  that	  
this	  gear	  works	  smoothly:	  
	  
Adam:	  One	  of	  the	  reasons	  for	  me	  to	  be	  here	  is	  to	  align	  those	  
cultural	   differences.	   First	   of	   all	   there	   is	   the	   geographical	  
distance,	   about	   10000	   km	   away	   from	   our	   headquarters	  
meaning	   that	   there	   is	   a	   time	   difference.	   The	   time	   difference	  
you	  need	  to	  be	  aware	  of.	  It	  4	  hour	  and	  half	  in	  wintertime	  and	  
3	   hours	   and	   half	   in	   summer	   time	   and	   that	   give	   some	  
challenges	  in	  terms	  of	  meeting	  planning.	  
	  
The	   difference	   is	   not	   that	   crucial	   though	   because	   Indians	   have	   shifts	   of	  
approximately	   10	   working	   hours	   a	   day.	   And	   Arla	   Foods	   insured	   that	   this	   risk	   is	  
covered	  by	  contract.	  
	  
Adam:	   Yes.	   They	   start	   at	   10	   or	   11	   in	   the	  morning	   and	  work	  
until	  19,	  20	   in	   the	  evening.	  That	   is	  pretty	  normal	  down	  here.	  
So	   they	  work	  many	  hours	   compared	   to	  what	  we	  are	   used	   in	  
Europe	  and	  as	  far	  as	  I	  am	  informed	  vacation	  is	  only	  about	  2	  or	  
3	  weeks	  per	  year.	  
	  
It	  can	  be	  either	  an	  advantage	  or	  a	  disadvantage.	  Advantage	  because	  your	  business	  
will	   be	   running	   almost	   24/7,	   there	   will	   always	   be	   someone	   taking	   care	   of	   it.	  
Nevertheless	  for	  critical	  situations,	  when	  decision	  are	  required	  a	  lack	  of	  planning	  can	  
result	  in	  a	  lack	  of	  communication.	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CONCLUSION	  	  
	  
Offshore	  Outsourcing	  is	  already	  a	  known	  and	  developed	  resource	  that	  international	  
organizations	  use	   to	   improve	  production	  or	   services,	   reducing	  costs	  and	   improving	  
performance,	  taking	  the	  best	  of	  each	  different	  part	  of	  the	  world.	  
	  
Multiculturalism	   has	   become	   an	   important	   focus	   for	   management	   researchers.	  
Managing	   multicultural	   teams	   requires	   an	   effective	   communication.	   It	   demands	  
from	  the	  team	  leaders	  knowledge	  and	  understanding	  of	  the	  cultures	  and	  behaviours.	  
Cultural	   differences	   and	   a	   lack	   of	   management	   talent	   can	   make	   it	   difficult	   for	  
multinational	  companies	  to	  attain	  their	  global	  business	  objectives.	  (E.G., et al. 2013, 
309)	  
	  
When	  Arla	  Foods	  decided	  to	  have	  a	  multivendor	  setup	  and	  move	  its	  IT	  Department	  
to	  India,	  in	  2012,	  the	  company	  sent	  Adam	  Svendsen	  to	  India	  to	  be	  in	  charge	  of	  this	  
transition.	  Adam	  was	  sent	  to	  India	  on	  ‘reconnaissance	  trips’	  and	  introduced	  to	  Indian	  
customs	  and	  traditions.	  Arla	  Foods	  seemed	  to	  have	  the	  concept	  of	  culture	  awareness	  
well	   developed,	   assuring	   one	   of	   the	   first	   steps	   to	   guarantee	   a	   Quality	  
Partnership/Outsourcing	  Success.	  (Marchewka og Oruganti 2013).	  
	  
Indians	  prefer	  to	  do	  business	  with	  people	  they	  know.	  Indians	  prefer	  to	  have	  personal	  
communication	   and	   establish	   verbal	   dialogues.	   Relationships	   to	   last	   longer	   with	  
respect	   and	   credibility	  must	   count	   on	   real	   presence.	   Even	   though	   IT	   Departments	  
rely	   on	   virtual	   platforms	   and	   Internet	   enabled	   a	   revolution	   in	   communication	  
methods,	   the	   face-­‐to-­‐face	   interaction	   is	   still	   best	   method	   to	   avoid	  
misunderstandings. (Kwintensial -Relocation Specialists u.d.)	  
	  
Arla	  Foods	  started	  a	  long-­‐term	  relationship	  with	  Indian	  vendors	  and	  understood	  that	  
knowing	  local	  habits	  and	  codes	  set	  path	  for	  a	  mutual	  understanding.	  Adam	  is	  seen	  as	  
a	   leader	   that	   comprehends	   “alignment	   of	   communication	   can	   speed	   up	   processes	  
and	   minimize	   errors,	   which	   are	   both	   the	   most	   important	   reasons	   for	   having	   a	  
Representative	  close	  to	  vendors”	  (Adam´s	  words).	  	  
	  
The	  Representative	  is	  capable	  to	  translate	  a	  local	  Indian	  discourse	  to	  European	  basis.	  
He	   has	   the	   responsibility	   to	   identify	   when	   some	   tasks	   are	   feasible	   under	   Indians	  
chronogram	  and	  when	  tasks	  cannot	  meet	  deadlines.	  	  As	  an	  Indian	  will	  never	  say	  NO	  
to	   any	   task	   or	   deadline,	   Adam	   by	   experience	   and	   knowledge	  must	   be	   aware	   and	  
most	  of	  the	  time	  reading	  body	  language	  to	  estimate	  the	  projects	  viability.	  	  
	  
Since	   they	   do	   not	   like	   to	   give	   negative	   answers,	   Indians	   may	   give	   an	   affirmative	  
answer	  but	  be	  deliberately	   vague	  about	  any	   specific	  details.	   	   This	  will	   require	   that	  
the	   leader	   looks	   for	   non-­‐verbal	   cues,	   such	   as	   a	   reluctance	   to	   commit	   to	   an	   actual	  
time	  for	  a	  meeting	  or	  an	  enthusiastic	  response. (Kwintensial -Relocation Specialists 
u.d.)	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So	   the	   Representatives	   job	   is	   not	   only	   to	   maintain	   an	   open	   channel	   of	  
communication	  but	  also	  to	  foresee	  cultural	  patterns	  to	  avoid	  misunderstandings	  or	  
inefficiency.	  At	  a	  remote	  relationship,	  these	  nuances	  will	  never	  be	  perceived.	  	  
	  
Adam	  is	  the	  key	  person	  to	  maintain	  the	  gear	  on	  time	  and	  balanced	  between	  Europe	  
and	   India.	   Through	   Adam,	   Arla	   Foods	   has	   implemented	   a	   bridge	   between	   their	  
divisions	  in	  Europe	  and	  their	  IT	  Department	  in	  India.	  Not	  all	  European	  departments	  
or	  employees	  are	  engaged	  in	  this	  communicational	  channel	  with	  Indian	  vendors.	  The	  
Representative	   has	   a	   clear	   picture	   of	   both	   sides	   and	   performs	   this	   information	  
exchange	   as	   a	   filter.	   Thus	   it	   facilitates	   control,	   as	   both	   sides	   report	   to	   only	   one	  
person.	  	  
	  
Danish	   companies	   like	   Lego	   and	   Carlsberg	   have	   followed	   the	   same	   pattern,	   that	  
takes	  into	  consideration	  Cultural	  Factors	  for	  an	  Outsourcing	  Success.	  	  
	  
The	  importance	  of	  the	  dialogue	  is	  not	  only	  send/receive	  messages,	  but	  also	  getting	  
the	   right	   idea	  of	   the	  other	  uniqueness.	  Adam	  develops	  a	   job	  of	   ‘coding	  /decoding’	  
and	  therefore	  not	  only	  Adam	  is	  trained	  but	  he	  is	  also	  constantly	  training	  his	  partners	  
in	   India	   to	   understand	  more	   and	  more	   how	   Arla	   Foods	   works	   and	   what	   role	   the	  
Indian	  vendor	  has.	  For	  a	  successful	  outsourcing,	  both	  part	  must	  be	  synchronized.	  
	  
The	   leadership	   approach	   is	   completely	   different	   in	   the	   two	   countries.	   While	   in	  
Denmark	   employees	   are	   independent	   and	   stimulated	   to	   assume	   responsibility	  
voluntarily,	   in	   India	   the	   profile	   indicates	   that	   employees	   are	  more	   dependent	   and	  
relying	  on	  guidance	  from	  their	  leader.	  	  
	  
The	  Danish	  system	  is	  not	  better	  or	  superior	  than	  the	  Indian	  one,	  but	  it	  has	  different	  
leadership	  approaches	  that	  should	  be	  considered	  by	  both	  sides	  when	  it	  comes	  to	  the	  
Organization	   strength.	   It	   is	   a	   cultural	   expression	   and	   cannot	   be	   erased.	   The	  
Representative	  must	  understand	  that	  despite	  the	  differences	  on	  ‘how	  to	  do	  things’	  
the	  result	  must	  be	  achieved.	  
	  
Referring	  to	  practical	  matters,	  as	  mentioned	  before,	  companies	  that	  outsourced	  its	  
call	  centres	  to	  India	  did	  not	  count	  on	  the	  differences	  on	  the	  language.	  Indian	  English	  
is	   not	   standardized	   and	   tend	   to	   have	   a	   heavy	   accent:	   "Indian	   English	   is	   old-­‐	  
fashioned,	   flowery	  and	  verbose.	   It	  excels	   in	  ambiguity	  and	  such	  things	  as	  truth	  and	  
appearance	  are	  often	  subject	  to	  negotiation."	  (Kobayashi-­‐Hillary	  2005,	  240).	  
	  
Arla	  Foods	  seems	  to	  have	  this	  situation	  under	  control	  too,	  as	  the	  Representative	   is	  
the	  person	   to	   report	   to.	  The	  core	  of	   the	   services	  developed	   in	   India	   is	  operational	  
and	  technological,	  extrinsic	  to	  Arla	  Foods	  main	  activities	  and	  customers.	  	  
	  
Finally	   regarding	   the	   time	   zone	   differences,	   the	   figure	   of	   the	   Representative	   is	  
imperative	  to	  coordinate	  the	  different	  departments	  of	  Arla	  Foods,	  based	  in	  different	  
countries	  or	  even	  at	  different	  continents.	  	  Tasks,	  deadlines	  and	  standard	  procedures	  
will	  be	  relying	  on	  the	  capability	  of	  the	  representative	  to	  coordinate	  all	  players.	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The	   time	   zone	  difference	   can	  be	  either	  beneficial	   or	   a	  disaster.	  Beneficial	   because	  
Arla	  Foods	  IT	  Department	  would	  be	  working	  ahead	  and	  taking	  over	  tasks	  and	  present	  
them	   before	   the	   opening	   hour	   of	   the	   official	   headquarter.	   You	   can	   also	   count	   on	  
24/7	   assistance	   to	   the	   company,	   as	   working	   shifts	   in	   India	   are	   higher	   than	   in	  
Denmark.	   As	   Arla	   Foods	  work	  with	   vendors,	   in	   case	   of	   demand	   the	   company	   can	  
arrange	   more	   vendors	   in	   advance.	   Nevertheless,	   lacking	   on	   organization	   and	  
communicational	   platform	   could	   create	   chaos,	   as	   geographically	   your	   IT	   team	   is	  
away	  and	  following	  another	  time	  zone.	  	  
	  
The	  intensification	  of	  globalization	  via	  Outsourcing	  in	  all	  sectors	  means	  an	  increasing	  
number	  of	  multicultural	   teams,	   team	  members	   from	  different	   cultural	   background	  
collaborating	   effectively	  with	   each	  other	   on	  numerous	   types	   of	   tasks.	   The	  present	  
project	   inferred	   that	   to	   assure	   a	   real	   quality	   partnership	   between	   different	  
companies	   in	  a	  profitable	  commensalism	  over	  different	  countries	  and	  cultures	   it	   is	  
necessary	  to	  add	  an	  intermediation	  of	  a	  Representative.	  	  
	  
This	  Representative	  has	  a	  key	  role	  on	  the	  development	  of	  the	  Outsourcing	  practises	  
merging	   and	   uniting	   different	   behaviours	   into	   a	   prolific	   and	   fruitful	   coordinated	  
result.	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APPENDIX	  	  
	  
FIRST	  INTERVIEW	  	  
	  
FIRST	  ADAM	  INTERVIEW	  
	  	  
Interviewer:	   So	   we	   would	   like	   to	   introduce	   ourselves,	   we	   are	   interested	   in	  
Intercultural	   Communication	   within	   the	   Corporate	   Strategies	   and	   we	   are	   really	  
happy	  you	  had	  the	  time	  to	  spend	  with	  us	  and	  replying	  some	  questions.	  Can	  we	  start?	  
	  	  
Adam:	  We	   can	   do	   that.	   Should	   I	   give	   a	   little	   introduction	   about	  myself	   before	  we	  
start?	  
	  	  
Interviewer:	  That	  would	  be	  perfect.	  
	  	  
Adam:	  My	  name	   is	  Adam,	   I	  am	  44	  years	  old,	  and	   I	  have	  a	   two	  years	  contract	  here	  
with	   Arla	   Foods.	   Arla	   Foods	   is	   a	   dairy	   company	   and	  we	   are	   getting	   outsourced	   IT	  
deliveries	  from	  mainly	  Indian	  vendors,	  IBM	  and	  TART	  Consulting	  and	  TCS	  and	  my	  job	  
in	   India	   is	   to	  work	  as	  Offshore	  Delivery	  Manager	  and	  to	  make	  sure	  communication	  
and	   culture	   is	   aligned	   between	   Indian	   IT	   vendors	   and	  my	   colleagues	   in	   Arla	   IT.	   In	  
Arla,	  we	  don’t	  have	  any	  production	  in	  India,	  and	  we	  are	  only	  running	  our	  IT	  services	  
from	  India	  IT	  vendors.	  	  So	  this	  is	  the	  short	  version.	  
	  	  
	  	  
Interviewer:	  Ok	  perfect.	  We	  would	  like	  to	  ask	  why	  did	  Arla	  decide	  to	  outsource	  this	  
department	  to	  India?	  Why	  India?	  
	  	  
Adam:	  	  Yes	  …	  Actually	  it	  was	  decision	  that	  came	  already	  in	  2006,	  when	  Arla	  decided	  
to	  outsource	  IT	  services	  and	  the	  main	  reason	  for	  that	  was	  cost	  reduction	  and	  from	  
2006	  until	  2012	  we	  had	  a	  contract	  and	  in	  2012	  it	  was	  renegotiate,	  again	  because	  of	  
cost	  focus…	  	  and	  also	  because	  it	  is	  hard	  to	  find	  SAP	  resources	  in	  DK	  and	  Europe.	  And	  
in	  India	  there	  are	  very	  many	  skilled	  SAP	  Resources.	  So	  I	  guess	  if	  you	  say	  two	  of	  main	  
reasons	  was	  to	  put	  IT	  Development	  to	  low	  salary	  countries	  combined	  with	  a	  country	  
that	  you	  could	  find	  many	  SAP	  skilled	  resources.	  
	  	  
Interviewer:	   As	   you	   mentioned,	   you	   started	   this	   implementation	   in	   2006,	   so	   we	  
would	  like	  to	  know	  if	  this	  department	  got	  bigger…	  
	  	  
Adam:	  Yeah…	  from	  2006	  till	  2012	  we	  had	  a	  contract	  with	  one	  main	  IT	  vendor	  IBM,	  
and	  what	  we	  wanted	  to	  do	  in	  2012	  was	  not	  to	  put	  all	  eggs	  in	  one	  basket	  but	  to	  split	  
this	  service	  between	  more	  vendors	  than	  one	  and	  we	  have	  created	  a	  multivendor	  set	  
up	  in	  2012	  and	  it	  will	  put	  us	  in	  a	  better	  position	  in	  terms	  for	  example	  to	  ask	  for	  a	  new	  
project	  to	  be	  solved	  and	  then	  we	  can	  ask	  for1,	  2	  or	  3	  vendors	  instead	  of	  only	  dealing	  
only	  with	  one	  vendor.	  So	  what	  we	  did	  in	  2012	  was	  to	  get	  a	  new	  contract,	   in	  which	  
we	  could	  ask	  for	  more	  vendors	  in	  terms	  of	  new	  projects	  and	  we	  could	  also	  get	  our	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daily	  operations	  and	  application	  maintenance	  done	  by	  one	  or	  two	  or	  three	  different	  
vendors.	  It	  has	  put	  us	  in	  a	  better	  competitive	  situation,	  you	  could	  say	  …	  
	  	  
Interviewer:	  Are	  you	  in	  charge	  of	  team?	  Are	  you	  leading	  a	  group	  of	  people?	  
	  	  
Adam:	  Yeah	  I	  came	  from	  a	  team	  leader	  position	  in	  Denmark,	  a	  group	  of	  12	  people.	  
Now	  me	  being	   in	   India	   for	  2	  years	   I	  have	  now	  direct	   reports	  but	  you	  can	  say	   I	  am	  
managing	   the	   Off	   Shore	   Centres	   in	   India,	   which	   means	   about	   100	   Indians	   IT	  
consultancies.	   They	   do	   not	   directly	   report	   to	   me,	   but	   I	   do	   feedback	   sessions,	  
evaluations	  and	  also	  weekly	  meetings	  with	  status	  and	  follow-­‐ups.	  	  
	  	  
Interviewer:	  So	  are	  you	  in	  direct	  contact	  with	  them?	  
	  	  
Adam:	  Yes	  in	  a	  daily	  basis.	  I	  am	  sitting	  at	  the	  same	  offices	  in	  Delhi	  Area	  mainly	  I	  am	  
sitting	  with	  IBM,	  they	  have	  the	  main	  Offices	  in	  Gorgon	  and	  Noida	  which	  are	  all	  party	  
areas	  of	  Delhi	  Capital	  Region.	  So	  I	  am	  sitting	  together	  with	  IBM	  Office	  and	  also	  with	  
another	  vendor	  called	  TCS	  and	  they	  are	  located	  in	  Brunei.	  So	  once	  a	  month	  I	  travel	  to	  
Pulia	  to	  be	  there	  one	  o	  two	  days	  to	  work	  together	  with	  consultancies.	  So	  I	  work	  with	  
them	  in	  daily	  basis.	  
	  	  
Interviewer:	   Can	   you	   see	   any	   relationship	   between	   your	   Dept.	   in	   India	   and	   the	  
Danish	  Headquarter?	  
	  	  
Adam:	   Yes	   and	   that	   is	   the	   main	   reason	   for	   me	   being	   here	   because	   I	   have	   daily	  
collaboration	  with	  different	  teams	  in	  Dk,	  Se,	  Uk	  and	  also	  Germany	  where	  we	  have	  IT	  
people	   located	   internally	   in	   IT	   STAFF	   in	   Arla	   Foods.	   One	   of	   the	   main	   issues	   of	  
communication	  wise	  and	  culture	  alignments	  there	  are	  many	  differences..	  That	  some	  
of	  the	  alignments	  I	  do	  down	  here	  in	  India	  is	  to	  make	  sure	  that	  communication	  flows	  
and	  also	  expectations	  alignments	  in	  terms	  of	  progress	  in	  projects	  and	  also	  progress	  
in	  problem	  solving.	  	  So	  I	  work	  as	  of	  a	  kind	  of	  alignment	  Office	  to	  make	  things	  happen	  
between	  Europe	  and	  India.	  	  
	  
	  
Interviewer:	   Can	   you	   talk	   a	   little	   bit	   of	   the	   nationality	   of	   the	   employees	   you	   are	  
leading	  in	  India?	  
	  
Adam:	  in	  India?	  
	  
Interviewer:	  Yes	  
	  
Adam:	  Down	  here	  they	  are	  all	  Indians.	  All	  the	  consultants	  i	  am	  dealing	  with	  in	  India,	  
they	  are	  Indians.	  Both	  from	  IBM	  or	  TCS.	  In	  general	  in	  Arla	  Foods	  for	  IT	  Dept.	  we	  have	  
nationalities	   from	   our	   core	  markets.	   If	   we	   are	   talking	   about	   IT	   it	   is	   Denmark	   and	  
Sweden,	  UK	  and	  Germany.	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Interviewer:	   As	   you	   mentioned	   before	   you	   have	   worked	   in	   Arla	   Food	   Denmark	  
before	  moving	  to	  India....	  
	  
Adam:	   Yes,	   I	   came	   from	   this	   delivery	   team	   composed	   with	   12	   people	   spread	  
different	  countries:	  Denmark,	  Sweden	  and	  UK	  and	   I	  have	   three	  years	   in	  Arla	  Food.	  
Before	  I	  was	  in	  different	  industries.	  
	  
Interviewer:	  How	  come	  did	  you	  decide	  to	  move	  to	  India?	  
Adam:	  Mainly	   it	   was	   a	   Arla	   Food	   decision.	   Arla	   Food	  wanted	   to	   put	   an	  Off	   Shore	  
Manager	  to	  India,	  to	  the	  vendors.	  Actually	  with	  the	  purpose	  of,	  you	  know,	  increasing	  
the	   quality	   of	   the	   communication	   of	   culture	  alignment.	   So	   it	   was	   an	   overall	  
management	   decision	   that	   we	   wanted	   to	   send	   a	   person	   to	   India	   for	   2	   years	   and	  
then,	  apparently	  was	  me.	  	  
	  
Interviewer:	  So	  you	  personally	  was	  involved	  with	  this	  start	  up	  in	  India.	  
	  
Adam:	   Yes,	   I	   am	   the	   first	   one	   here	   from	  Arla	   Food	   and	  when	   i	   am	   done	  with	  my	  
contract	  we	  need	  to	  decide	  if	  we	  want	  to	  enhance	  the	  process	  by	  sending	  someone	  
else	  to	  India	  to	  take	  over	  my	  seat.	  I	  have	  a	  wife	  and	  kids	  and	  we	  decided	  after	  two	  
years	   we	   want	   to	   go	   back	   Denmark	   because	  mainly	   because	   of	   my	   kids	   going	   to	  
school..	  So	  that	  was	  the	  plan	  for	  my	  family	  and	  me.	  
	  
Interviewer:	   Can	   you	   see	   some	   problems,	   from	   the	   beginning	   that	   you	   had	   to	  
address?	   From	   the	  professional	   and	  personal	   view	   the	  problems	   that	   you	  need	   to	  
face	  in	  the	  beginning?	  	  
	  
Adam:	   The	   best	   answer	   for	   this	   question	   is	   the	   feedback	   I	   got	   recently	   from	   the	  
Management	   Team	   in	   India	   was	   actually	   that	   they	   have	   seen	   it	   before	   that	   the	  
Clients	  sending	  Off	  Shore	  Managements	   like	  me	  to	  their	  Off	  Shore	  Centers	   in	   India	  
and	  most	   of	   the	   time	   they	   come	  with	   a	   control	   function.	  What	   I	   have	  been	  doing	  
since	  I	  started	  is	  to	  get	  a	  good	  relationship	  with	  the	  Indian	  Vendors	  and	  to	  actually	  
building	  up	   trust	  between	  me	  and	   the	   guys	  down	  here	   in	   India.	  And	   it	   seems	   it	   is	  
working	  very	  good.	  Because	  trust	  is	  mandatory	  to	  build	  a	  good	  relation	  and	  also	  to	  
create	  efficient	  team	  down	  here.	  So	  if	  you	  just	  come	  down	  here	  to	  India	  and	  do	  lots	  
of	   controlling	   and	   audit	   you	   will	   not	   succeed.	   It	   is	   important	   to	   build	   up	   a	  
relationship	  of	  trust	  and	  then	  they	  can	  see	  you	  as	  a	  part	  of	  a	  team	  and	  I	  can	  help	  to	  
make	   things	  happen	   in	   India	   and	  also	  make	   things	  happen	  across	   the	  Europe.	   The	  
trust	  issue	  is	  extremely	  important.	  	  
	  
Interviewer::	  We	  would	  like	  to	  talk	  a	  little	  bit	  about	  your	  autonomy	  in	  terms	  of	  if	  you	  
need	  to	  obey	  decisions	  that	  come	  from	  the	  Headquarter?	  Or	  you	  have	  some	  kind	  of	  
freedom	  in	  order	  to	  choose	  which	  way	  you	  want	  to	  manage?	  
	  
Adam:	  Well	   I	  think	  it	   is	  nothing	  different	  being	  on	  a	  global	  matrix	  organization	  that	  
you	  have	  to	  be	  able	  to	  navigate	  in	  that	  kind	  of	  ocean.	  We	  have	  a	  matrix	  organization	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on	  Arla	   Food	  globally	   and	  of	   course	   you	  always	   are	   loyal	   to	  management	  decision	  
and	   that	   being	   said	   you	   also	   need	   to	   sometimes	  pursue	   very	   hard	   to	  make	   things	  
happen.	   You	  must	   to	   remember	  what	   the	   strategies	   are	   and	   always	   to	   be	   loyal.	   I	  
think	  I	  have	  a	  very	  wide	  availability	  to	  get	  things	  to	  start.	  I	  don't	  ask	  for	  approval	  of	  
many	   things	   in	   the	   Headquarters	   because	   we	   have	   pretty	   clear	   definitions	   about	  
strategy	   and	   what	   to	   do.	   The	   higher	   level	   of	   management	   you	   are	   practicing	   the	  
longer	  way	  you	  can	  go.	  
	  
Interviewer:	  We	  would	   like	  to	  ask	   if	  you	  see	  some	  cultural	  differences	  or	  problems	  
concerning	  the	  type	  of	  work	  you	  develop.	  
	  
Adam:	  One	  of	   the	   reasons	   for	  me	   to	  be	  here	   is	   to	  align	   those	  cultural	  differences.	  
First	   of	   all	   there	   is	   the	   geographical	   distance,	   about	   10000	   km	   away	   from	   our	  
headquarter	  meaning	  that	  there	  is	  a	  time	  difference.	  The	  time	  difference	  you	  need	  
to	  be	  aware	  of.	  It	  4	  hours	  in	  wintertime	  and	  3	  hours	  in	  summer	  time	  and	  that	  gives	  
some	   challenges	   in	   terms	   of	  meeting	   planning.	  Next	   thing	   is	   that	   in	   India	  working	  
culture	   is	   different	   from	  European	  working	   culture	   so	   they	   are	   very	   skilled	   people	  
down	  here...	  	  
	  
Interviewer:	  We	  would	  be	  interested	  in	  these	  differences.	  Like	  working	  hours.	  As	  we	  
know	  it	  is	  different	  as	  it	  is	  in	  Europe...	  
	  
Adam:	   Yes.	   They	   start	   at	   10	   or	   11	   in	   the	   morning	   and	   work	   until	   19,	   20	   in	   the	  
evening.	   Tat	   is	   pretty	   normal	   down	   here.	   So	   they	  work	  many	   hours	   compared	   to	  
what	  we	  are	  used	  in	  Europe	  and	  as	  far	  as	  I	  am	  informed	  vacation	  is	  only	  about	  2	  or	  3	  
weeks	  per	  year.	  	  
	  
Interviewer:	  We	  would	  like	  to	  talk	  about	  how	  do	  you	  communicate	  with	  team?	  We	  
would	   like	   to	   know	   if	   you	   prefer	   doing	   meeting	   or	   contacting	   via	   e-­‐mail,	  
videoconference?	  In-­‐group	  or	  individually?	  What	  would	  be	  your	  tactics?	  
	  
Adam:	   In	   terms	  of	   communicating	  with	  my	  colleagues	   in	  Europe	  either	   I	   call	   them	  
our	   I	   use	   Skype	   like	   now	   or	   videoconference	  meetings.	   And	   in	   India	   you	   need	   to	  
communicate	   very	   directly.	   And	   they	   have	   the	   same	   tools	  we	   have	   in	   Europe	   like	  
outlook,	  calendar	  planning	  and	  meeting	  planning	  so	  it	  is	  pretty	  much	  the	  same	  as	  we	  
were	  in	  Denmark.	  So	  we	  plan	  for	  plan	  for	  meetings,	  I	  have	  visit	  in	  different	  offices,	  so	  
that	   is	   pretty	   much	   the	   same	   as	   I	   used	   to...so	   I	   use	   note	   or	   outlook	   to	   plan	   my	  
meetings.	  
	  
Interviewer:	   When	   do	   you	   have	   these	   talk	   with	   your	   employees	   ...	   do	   you	  
communicate	  corporative	  aspects	  of	  Arla	  Foods?	  
	  
Adam:	  No,	  it	  is	  more	  like	  running	  the	  IT	  Solutions	  on	  a	  daily	  basis.	  So	  if	  we	  have	  an	  IT	  
problem	  we	  are	   talking	  about	  how	  to	  solve	   it	  as	  quickly	  as	  possible.	  And	   if	  we	  are	  
talking	  about	  projects	  it	  is	  about	  to	  how	  to	  define	  and	  implement	  and	  do	  the	  analysis	  
of	  the	  projects.	  So	  it	  is	  about	  to	  run	  the	  IT	  portfolio	  of	  Arla	  Foods.	  That	  is	  what	  it	  is	  all	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about.	   To	   strengthen	   the	   understanding	   of	   Arla	   Food.	   I	   also	   teach	   the	   about	   Arla	  
Foods	  in	  terms	  of	  markets,	  products	  and	  customers.	  I	  have	  actually	  produced	  a	  move	  
to	   tell	   them	   about	   Arla	   Food	   as	   a	   Company	   and	   also	   IT	   Solutions.	  
(link:https://www.youtube.com/watch?v=eItA-­‐ofWwic&feature=youtu.be)	  	  
	  
Interviewer:	  And	  what	  about	   the	   relevance	  of	  your	  employees	   feedback?	  Are	   they	  
able	  to	  suggest	  or	  some	  how	  interfere	  in	  the	  work	  method?	  	  
	  
	  
Adam:	   Yes,	   actually	   we	   have	   structured	   that	   even	   more.	   We	   are	   continuous	  
improvement	  initiatives	  so	  ...	  I	  have	  a	  frequent	  follow	  up	  on	  all	  initiatives	  from	  IBM	  
colleagues	  which	  can	  help	  the	  IT	  systems	  run	  smoothly	  and	  better	  for	  Arla	  Foods.	  So	  
the	  employees	  come	  up	  with	  suggestions	  about	  how	  to	  make	  things	  better	  and	  that	  
the	  work	  we	  have	  been	  doing	  since	  I	  came	  here.	  
	  
Interviewer:	  We	   are	   thinking	   about	   focusing	   our	   topic	   research	   in	   power	   relations	  
(hierarch)	  and	  time	  perception.	  Do	  you	  think	  it	  is	  an	  important	  issue	  when	  it	  comes	  
to	  cross	  and	  inter	  cultural	  communication?	  	  
	  
Adam:	  If	  you	  think	  about	  hierarch	  it	  is	  different	  in	  India	  and	  in	  Arla	  Foods.	  In	  India	  it	  
is	  very	  hierarchical	  built	  organization	  and	  the	  authority	  level	  here	  is	  more	  strong	  and	  
strict.	   In	   IBM	   in	   India	   you	  have	  higher	   respect	   for	   authority	   than	   you	  have	   in	  Arla	  
Foods.	  The	  differences	  would	  be	  that	  in	  Arla	  Foods	  Europe	  you	  can	  delegate	  tasks	  to	  
employees	  and	  IBM	  India	  is	  more	  common	  roles	  to	  the	  consultancies	  and	  they	  work	  
on	  what	  they	  told	  to	  and	  when	  they	  are	  finished	  they	  will	  wait	  for	  the	  next	  task	  from	  
their	  manager.	  	  
	  
Interviewer:	  So	  that	  it	  was	  all.	  If	  you	  want	  to	  add	  something	  else,	  any	  information	  	  
	  
Adam:	  One	  of	  the	  most	  important	  things	  is	  that	  people	  often	  ask	  me	  what	  I	  am	  doing	  
in	   India.	  And	   the	  most	   important	   is	   the	  presence.	   I	   am	  here	  as	  a	   costumer,	   sitting	  
close	  to	  our	  vendors.	  So	  the	  vendors	  can	  come	  directly	  to	  me	  and	  talk	  to	  me	  about	  
issues	  and	  talk	  about	  problems,	  which	  we	  can	  get	  to	  solve	  much	  quicker	  and	  faster	  
and	  higher	  quality	  if	  I	  was	  not	  here.	  So	  presence	  is	  crucial	  and	  i	  can	  also	  add	  that	  the	  
last	   year	   the	   tendency	   among	   compare	   to	   Arla	   Foods	   is	   the	   same.	   They	   are	   all	  
sending	  people	   like	  me	  to	  the	  Off	  Shore	  IT	  vendors.	  So	  Arla	  Foods	  we	  did	   it,	  LEGO,	  
Carlsberg	  are	  doing	  the	  similar	  things.	  They	  are	  putting	  a	  person	  from	  the	  customer	  
to	  the	  Off	  Shore	  Office	  in	  India	  or	  China	  or	  any	  other	  country.	  
	  
Interviewer:	  Thank	  you	  very	  much;	  the	  interview	  is	  very	  helpful	  to	  us.	  
	  
Adam:	   Thank	   you	   very	  much	   and	   if	   you	   have	   any	   doubt	   or	   anything	   else	   you	   are	  
more	  than	  welcome	  to	  call	  or	  send	  an	  e-­‐mail	  and	  I	  will	  share	  the	  link	  of	  the	  video	  and	  
you	  can	  see	  a	  little	  bit	  more	  about	  our	  work.	  Thank	  you.	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SECOND	  INTERVIEW	  	  
	  
SECOND	  INTERVIEW	  WITH	  ADAM	  	  
	  
	  
Interviewer:	   Adam,	   hi	   this	   is	   Eustaquio.	   Since	   the	   first	   interview,	   we	   are	   more	  
focused	   and	   narrowed	   down	   our	   research	   a	   bit	   more	   in	   the	   power	   relation,	   the	  
differences	  between	  a	  Danish	  work	  environment	  and	  an	   Indian	  working	  one,	   there	  
will	  be	  differences	  between	  the	  markets.	  
	  
Adam:	  Yes,	  that	  is	  correct.	  
	  
Interviewer:	  I	  elaborate	  some	  questions.	  Feel	  free	  to	  add	  anything	  you	  find	  relevant	  
or	  important.	  
	  
Adam:	  Yeah,	  you	  just	  can	  start,	  I	  will	  change	  room	  here.	  	  
	  
Interviewer:	  Oh	  yeah.	   Initially,	  Adam,	   just	   to	   clarify,	  we	  are	  a	  bit	   in	  doubt.	  Do	  you	  
have	  a	  Danish	  IT	  department	  as	  well	  in	  India?	  
	  
Adam:	  No,	  they	  are	  all	  employed	  by	  IBM	  and	  working	  for	  Arla	  as	  a	  customer	  so	  I	  am	  
the	  only	  one	  working	   for	  Arla	   Foods	   in	   India	  but	  we	  don´t	   have	   any	  Arla	   Foods	   IT	  
persons	  working	  here.	  	  
	  
Interviewer:	   Ahh	   I	   see,	   so	   there	   is	   a	   department	   back	   in	   Sweden,	   Denmark,	  
Germany...	  
	  
Adam:	  Yeah,	  and	   in	  UK.	  The	  main	  department	   is	   in	  Denmark	  and	  we	  have	  some	  IT	  
staff	  working	  from	  UK,	  Sweden	  and	  Germany	  yes...	  
	  
Interviewer:	  Ah	  okay.	  So	  definitely	  the	  perception	  is	  that	  Arla	  is	  just	  a	  customer	  to	  all	  
this	  3	  vendors	  you	  work	  with.	  
	  
Adam:	  Yes.	  
	  
Interviewer:	   Okay,	   so	   we	   listened	   to	   the	   first	   interview	   you	   were	   talking	   about	  
alignment	  between	  the	  Danish	  and	  Indian	  cultures,	  no?	  
	  
Adam:	  Yes	  
	  
Interviewer:	   How	   do	   you	   perceive	   the	   Danish	   working	   culture	   or	   working	  
environment	  comparing	  to	  the	  Indian	  one?	  
	  
Adam:	  Well,	  you	  know	  there	  is	  time	  difference	  in	  summer	  time	  is	  3	  hours	  difference	  
and	  in	  wintertime	  is	  4	  hours	  difference,	  that	  is	  one	  thing.	  And	  then	  there	  is	  a	  need	  
for	  us	  to	  put	  a	  person	  together	  with	  our	  Indian	  vendors,	  and	  in	  this	  case	  it	  is	  me,	  to	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teach	   them	  abut	   the	  process	   in	  Arla	   Foods,	   to	   tell	   histories	   to	   Indian	   vendors	   and	  
also	  help	  them	  to	  get	  in	  contact	  with	  the	  right	  people	  in	  Arla.	  So	  that	  are	  my	  issues	  
and	  challenges	  that	  I	  face	  is	  actually	  towards	  of…	  also	  for	  my	  colleagues	  in	  Denmark	  
is	  getting	  answers	  timely.	   In	  terms	  of	  alignment,	  understanding	  of	  corporate	   issues	  
and	  you	  know...getting	  answers	  timely,	  not	  wasting,	  minimizing	  problems	  solving	  in	  
terms	  of	  time.	  
	  
Interviewer:	   Talking	   more	   specific	   about	   the	   working	   culture	   for	   instance	   in	  
Denmark,	   the	   individuality	   is	   promoted	  no?	   You	   are	   empowered	   to	   come	  up	  with	  
suggestions,	   solutions.	   Would	   you	   say	   that	   it	   also	   happens	   in	   the	   Indian	   working	  
culture?	  
	  
Adam:	  Hmm...l	  would	  say	  it	  is	  more	  kind	  of	  a	  hierarchically	  built	  up	  systems	  and	  this	  
means	  that	  you	  are	  working	  from	  A	  to	  B	  and	  then	  you	  stop	  and	  wait	  until	  the	  next	  
task	  that	  will	  come.	  
	  
Interviewer:	  Ah,	  like	  in	  our	  research	  we	  read	  a	  lot	  about	  the	  problem	  of	  hierarchy	  in	  
India...hmm...	   for	   a	   small	   example	   like	   the	   employees	   refer	   to	   their	   manager	   or	  
supervisor	  as	  "Sir..."	  and	  that	  they	  have	  this	  sense	  of	  hierarchy	  really	  strong.	  
	  
Adam:	   Hmm	   yes.	   I	   guess...I	   have	   someone	   in	   my	   room	   here…so	   if	   you	   give	   one	  
minute.	  
	  
Interviewer:	  Yes	  
	  
Adam:	   I	   needed	   to	   change	   rooms	   here.	   Yes!	   Now	   we	   can	   speak	   a	   little	   bit	   more	  
openly	  
	  
Interviewer:	  Oh	  perfect!	  
	  
Adam:	  The	  thing	  is	  that	  you	  are	  absolutely	  right.	  Let	  me	  start	  in	  a	  different	  way	  and	  
what	  have	  we	  been	  struggling.	  Is	  very	  hard	  to	  get	  a	  guy	  from	  India	  to	  say	  no	  even	  if	  
its	   not	   completely	   sure.	   Every	   time	   you	   are	   having	   a	   discussion	   and	   ask	   for	  
something	  they	  always	  say	  yes,	  you	  hear	  that.	  There	  are	  no	  chances	  for	  errors	  and	  
no	  chances	  for	  actually	  not	  doing	  the	  right	  things.	  And	  I	  said	  hundred	  times	  "guys	  say	  
please	  tell	  if	  there	  is	  a	  problem..."	  and	  they	  just	  "	  no,	  we	  don´t	  have	  a	  problem"	  
	  
Interviewer:	  Yeah.	  I	  understand	  
	  
Adam:	  That	  is	  a	  big	  difference	  
	  
Interviewer:	   So	   you	   can	   come	  up	  with	   different	   tasks.	   They	   always	  will	   say	   yes	   to	  
everything	  even	  though	  the	  deadlines	  are	  not	  followed...	  
	  	  
Adam:	  I	  asked	  them	  once,	  that	  we	  had	  a	  management	  meeting	  from	  Denmark	  and	  I	  
said	  they	  should	  present	  some	  price	  but	  also	  at	  this	  time	  they	  should	  tell	  about	  two	  
or	   three	   situations	   where	   they	   did	   something	   by	   mistake	   that	   they	   could	   have	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learned	  from	  and	  they	  could	  have	  taken	  those	  learning	  to	  new	  projects.	  But	  they	  are	  
simply	  not	  capable	  to	  do	  it	  and	  again	  because	  of	  the	  culture	  down	  here	  is	  that	  they	  
are	   continuously	   being	   evaluated,	  meaning	   that	   every	   time	   a	   person	   does	   a	   good	  
thing,	   it	  will	   increase	  his/her	  salary,	   slightly,	  and	   it	  will	  help	   their	   job	  career.	  So	  all	  
mistakes	  and	  errors	  would	  be	  seen	  as	  things	  that	  will	  stop	  their	  career	  development.	  
	  	  
Interviewer:	   Ah...	   is	   this	   evaluation	   qualitative	   or	   quantitative.	   I	   mean	   like...	   how	  
many	  tasks	  this	  engineer	  solved	  or	  the	  way	  he	  solved	  it?	  
	  	  
Adam:	  Ah..	  in	  our	  contract	  we	  have	  built	  some	  proactivity	  measures,	  measuring	  our	  
vendors	   	  in	   terms	  of	  how	  productively	   they	  are.	   Like	  how	  many	   incidents	   they	  can	  
solve,	  three	  incidents	  a	  day	  or	  seven	  for	  example.	  They	  are	  pushed	  on	  that	  way.	  So	  it	  
also	  affects	  the	  quality	  of	  their	  individual	  consultancy.	  (Connection	  problems)	  
	  	  
Interviewer:	  Even	  though	  this	  cultural	  problems	  like	  they	  cannot	  handle	  some	  of	  this	  
tasks	  or	  deadlines,	  is	  it	  still	  more	  advantageous	  to	  keep	  the	  department	  in	  India	  than	  
back	  in	  Denmark?	  
	  	  
Adam:	  There	  some	  advantages	  to	  have	  your	  IT	  Department	  offshore.	  Well	  you	  have	  
access	  to	  more	  skilled	  SAP	  consultants	  compared	  to	  Europe	  and	  of	  course	  the	  main	  
barrier	  is	  the	  cost.	  They	  are	  much	  cheaper	  on	  a	  hour	  daily	  basis	  so	  what	  we	  decided	  
together	  with	  also	  other	  Danish	  companies	  was	  keep	  this	  model	  but	  to	  bring	  some	  
efficiency	   by	   having	   me	   seating	   down	   here	   in	   India.	   I	   keep	   pushing	   them;	   I	   keep	  
helping	  them	  in	  doing	  the	  right	  thing	  towards	  the	  customer.	  My	  presence	  is	  the	  most	  
important	  thing	  because	  it	  makes	  the	  difference	  actually.	  
	  	  
Interviewer:	  When	  you	  need	  to	  make	  this	  alignment	  between	  the	  Indian	  companies	  
and	  the	  Danish	  company,	  do	  you	  use	  a	  different	  communication	  that	  you	  used	  to	  do	  
back	   here	   in	  Denmark?	   I	  mean,	   let	  me	   reformulate	   the	   question:	   Do	   you	   need	   to	  
adjust	  your	  communication?	  
	  	  
Adam:	  Yes,	  it	  is	  a	  really	  good	  point	  you	  are	  trying	  to	  point	  out	  ...	  I	  was	  managing	  12	  
people	   in	   Denmark-­‐UK,	   and	   we	   had	   a	   very	   openly	   discussion,	   feed	   backs	   and	  
communication	  where	  most	  of	  employees	  are	  much	  more	  "self	  running"	  so	  you	  can	  
easily	   delegate	   areas	   of	   responsibility	   to	   employees	   in	   Europe.	   But	   if	   you	   do	   it	   in	  
India	   they	   will	   only	  move	   from	   A	   to	   B	   and	   then	   stop.	   Because	   they	   are	   not	   "self	  
running"	  as	  in	  Europe.	  	  
	  	  
Interviewer:	  Yeah	  
	  	  
Adam:	  But	  the	  best	  managing	  style	  actually	  here	  in	  India	  is	  being	  extremely	  clear	  and	  
direct.	   Actually,	   sometimes	   you	   give	   orders	   saying	   "	   I	   want	   you	   to	   do	   this	   before	  
tomorrow.	  Please	  begin."	  So	   it	  can	  be	  a	   little	  bit	  negatively	  but	  that	  actually	  works	  
down	  here.	  
	  	  
	   38	  
Interviewer:	  We	  saw	  the	  video	  you	  sent	  to	  us,	  is	  really	  institutional	  and	  didactic.	  This	  
video	  was	  used	  like	  to	  bring	  them	  some	  understanding	  of	  Arla	  Foods	  .How	  does	  Arla	  
work?	  
	  	  
Adam:	  Yes	  
	  	  
Interviewer:	  Yeah	  
	  	  
Adam:	  And	  you	  can	   imagine,	   if	   you	  are	   seating	   in	   front	  of	  a	   computer	  everyday	   in	  
India	  and	  you	  are	  not	  so	  familiar	  with	  another	  country,	  you	  have	  never	  been	  out	  of	  
Delhi.	  Then	  you	  are	  typing	   in	  some	  SAP	  System	  in	   front	  of	  a	  computer...	   then	  they	  
are	   very	   interested	   in	   actually	   seeing	   what	   is	   the	   effect	   of	   my	   work	   behind	   the	  
screens	   on	   the	   production	   line,	   production	   systems.	   They	   are	   very	   interested	   in	  
getting	  that	  knowledge.	  
	  
Interviewer:	  I	  understand.	  
	  	  
Adam:	  So	   I	  also	  work	   in	  sending	  as	  many	  people	  as	  possible	   to	  Denmark	   to	   take	  a	  
visit	  in	  our	  production	  sites	  and	  also	  meet	  the	  Arla	  IT	  guys	  working	  in	  Europe	  in	  order	  
to	  improve	  collaboration.	  
	  	  
Interviewer:	   But	   those	  people	   you	   try	   to	  put	   in	   contact	  with	   the	   company	  here	   in	  
Denmark	  are	  mainly	  managers,	  no?	  
	  	  
Adam:	  No,	  actually	   they	  are	  key	  resources.	  So	  sometimes	  are	  managers	  or	  process	  
leads...	  
	  	  
Interviewer:	  Okay.	   Adam,	  when	   you	  had	   the	   first	   vendor...cause	   you	   said	   that	   the	  
outsourcing	   decision	   was	   made	   in	   2002;	   you	   had	   only	   one	   vendor	   for	   you	  
there.	  When	  Arla	  decided	  to	  move	  the	  IT	  department	  to	  India	  in	  2002,	  it	  was	  just	  one	  
vendor.	  
	  	  
Adam:	  Yes	  it	  was	  2002?	  You	  probably	  made	  some	  research....	  Indeed	  it	  was	  2006	  
	  	  
Interviewer:	  Was	  it	  just	  one	  vendor?	  
	  	  
Adam:	  Yes,	  we	  had	  all	  our	  IT	  services	  with	  IBM.	  
	  	  
Interviewer:	  Okay,	  and	  then	  afterwards	   in	  2012	  you	  decided	  to	  open	  this	  contracts	  
to	  two	  more	  vendors...	  
	  	  
Adam:	   Yeah,	   we	   needed	   to	   bring	   in	   some	   more	   vendors	   to	   create	   a	   more	  
competitive	  situation.	  (Connection	  problems)	  
	  	  
Interviewer:	  We	  were	  just	  talking	  about	  the	  project	  of	  opening	  for	  the	  other	  vendors	  
to	  create	  more	  competition…	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Adam:	  Yes,	  the	  reason	  for	  having....	  (Connection	  problems)...more	  than	  one	  vendors	  	  
that	  to	  be	  more	  competitive	  in	  our	  process.	  
	  	  
Interviewer:	  It	  is	  when	  you	  moved	  to	  India	  to	  coordinate	  these	  three	  vendors?	  
	  	  
Adam:	  Yes.	  
	  	  
Interviewer:	  Ok,	  can	  you	  hear	  us?	  The	  connection	  is	  a	  little	  bit…	  
	  	  
-­‐	  No	  connection	  -­‐	  
	  	  
Interviewer:	  Ok,	  I	  will	  try	  to	  call	  you	  again	  because	  we	  cannot	  hear...	  
	  	  
Adam:	  Yes,	  still	  here.	  
	  	  
Interviewer:	  Perfect,	  sorry	  for	  this	  problem,	  I	  don’t	  know	  if	  it	  is	  on	  our	  side...	  
	  	  
Adam:	  No,	  it	  is	  down	  here.	  Sometimes	  we	  have	  5	  minutes	  of	  break	  down	  and	  we	  will	  
come	  back...	  
	  	  
Interviewer:	  Ok,	   perfect,	   so	   just	   our	   last	   question.	  When	   you	  moved	   to	   India,	   you	  
were	   coordinating	   those	   three	   vendors,	   do	   you	   think	   that	   the	   vendors	   have	   any	  
decision,	   I	  mean	  you	  mention	  when	  every	  time	  that	  you	  come	  up	  with	  a	  task,	  they	  
always	  say	  yes,	  but	  do	  you	  think	  that	  all	  the	  time	  it	  is	  Arla	  in	  the	  power	  of	  choosing	  
which	  vendors	  to	  work	  with?	  
	  	  
Adam:	  Well	  actually	  mainly	  I	  am	  sitting	  with	  the	  SAP	  vendors,	  that	  is	  mainly	  IBM,	  and	  
then	  we	  have	  TCS	  but	  in	  the	  terms	  of	  projects	  we	  do	  a	  normal	  projects,	  we	  send	  our	  
request	   for	   a	   new	   project,	   our	   proposal	   to	   a	   new	   project	   it	   to	   our	   collaboration	  
vendors	   and	   today	   we	   have	   the	   possibility	   of	   choosing	   between	   more	   than	   one	  
vendor,	  earlier	  we	  had	  only	  one	  vendor	  to	  go	  to.	  
	  	  
Interviewer:	  When	  we	  are	  talking	  about	  IT	  systems	  it	  is	  all	  softwares,	  technical	  tools	  
...	  
	  	  
Adam:	  Yes,	  actually	  we	  have	  four	  main	  areas	  …(connection	  problems)...	  SAP	  system	  
platform	  and	  SAP	  runs	  all	  of	  the	  production	  sides,	  all	  of	  finance	  and	  even	  more	  than	  
that	   and	   SAP	   is	   divided	   into	   two	   areas	   –	   that	   is	   AM	   application	  maintenance	   and	  
meaning	  that	  people	  systems	  running	  on	  daily	  basis,	  and	  then	  we	  have	  application	  
development	  meaning	  running	  new	  projects,	  beside	   that,	  all	   the	  SAP	  platform,	   the	  
application,	  run	  on	  servers	  and....	  (connection	  problems)…	  
	  	  
Interviewer:	  Can	  you	  hear	  us?	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Interviewer:	   He	   said	   send	   me	   your	   mobile	   number	   so	   I	   can	   call	   you	   directly...Hi,	  
Adam?	  Hello,	  can	  you	  hear	  me?	  
	  	  
Adam:	  Is	  it	  better?	  
	  	  
Interviewer:	  Yeah,	  much	  better.	  
	  	  
Interviewer:	  What	  is	  the	  IT	  concept	  that	  you	  are	  developing	  there.	  What	  is	  included	  
in	  the	  IT	  department	  you	  have	  there,	  is	  it	  like	  all	  softwares...	  
	  	  
Adam:	  We	   have	   all	   our	   application	   all	   our	   programs	   on	   SAP	   platform	   and	   SAP	   is	  
divided	  into	  two	  areas	  –	  AM	  Application	  Maintenance	  and	  that	  is	  working	  only	  SAP	  
systems	   on	   a	   daily	   basis	   that	   is	   SAP	   systems	   running	   production	   sites,	   reporting,	  
finance	   systems	   and	   also	   human	   resources	   systems	   so	   that	   is	   all	   run	   on	   SAP	  
platform.	  
	  	  
Interviewer:	  I	  see.	  
	  	  
Adam:	  So	  AM	  is	  the	  daily	  rations	  application	  maintenance	  and	  then	  we	  have	  AD	  that	  
is	  Application	  Development	   and	   that	   covers	   all	   the	  projects,	   so	   that	   is	   all	   the	  new	  
projects	   coming	   in,	   for	   example	   building	   a	   new	  platform	   or	   building	   a	   new	   site	   in	  
Germany,	   something	   like	   that.	   That	   is	   application	   development,	   also	   called	   IT	  
projects.	  
	  	  
Interviewer:	  So	  everything	  that	  is	  running	  at	  Arla...	  
	  	  
Adam:	  Yes,	   IBM	  and	  TCS	  we	  have	   split	  between	   those	   two,	  but	   IBM	   is	   the	  biggest	  
one.	  And	  then	  SAP	  has	  to	  run	  on	  some	  hardware,	  some	  service	  systems	  and	  all	  the	  
servicers,	   all	   the	   disk	   systems	   and	   network	   infrastructure	   is	   run	   by	   NIT,	   the	   third	  
member.	  
	  	  
Interviewer:	   I	   see.	   So	   basically	   everything	   related	   to	   IT	   is	   in	   India,	   so	   how	   is	   the	  
relationship	  about	   trust	  and	  all	   the	  communication,	   just	   focusing	  on	   the	  matter	  of	  
trust	  and	  how	  Arla	  protects	  itself	  because	  all	  those	  information	  running	  with	  a	  third	  
part.	  
	  	  
Adam:	   Well	   actually	   all	   the	   vendors	   they	   are	   working	   out	   with	   contracts	   and	  
agreements	   so	   they	   have	   agreed	   to	   collaborate	   across	   borders	   and	   also	   across	  
certain	   time	   zones,	   timelines	   and	   all	   of	   that.	   So	   actually	   they	  have	   certain	   type	  of	  
agreements	  saying	  something	  about	  very	  strict	  which	  level	  of	  services	  do	  they	  have	  
to	  provide	  to	  the	  customers	  and	  also	  how	  should	  they	  collaborate	  among	  the	  other	  
vendors	  so	  that	  is	  all	  described	  in	  our	  contracts	  and	  personal	  agreements.	  Especially	  
an	  area	  called	  cross-­‐functional	  services	  meaning	  all	  the	  services	  that	  run	  across	  the	  
vendors	   where	   also	   the	   customers	   are	   involved.	   	  So	   you	   can	   understand	   that	   we	  
have	   people,	   users	   and	   internal	   IT	   staff	   sitting	   in	   Denmark,	   sitting	   in	   UK	   and	  
Germany,	  then	  we	  have	  application	  vendors	  sitting	  in	  India,	  and	  we	  have	  operational	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vendors	  sitting	  in	  China	  and	  Denmark	  so	  it	  is	  a	  really	  global	  collaboration	  network.	  So	  
therefore	   it	   is	   extremely	  beneficial,	   I	   can	   feel	   it	   every	  day,	   that	  having	  me	  here	   in	  
India.	   If	  there	  is	  something	  Indians	  Consultants	  do	  not	  understand	  instead	  of	  doing	  
nothing	   they	   come	   to	   me.	   And	   I	   will	   estimate	   toward	   Denmark	   or	   toward	   other	  
vendors.	   So	   I	   can	   easily	   understand	   what	   they	   are	   talking	   about	   in	   Arla	   Foods	  
Denmark	   or	   Sweden	   or	   UK	   and	   I	   will	   do	   something	   about	   it.	   So	   estimation	   is	  
something	  I	  work	  with	  on	  a	  daily	  basis.	  	  
	  	  
Interviewer:	  Well,	  I	  think	  this	  is	  it,	  I	  think	  we	  covered	  all	  the	  questions	  we	  needed	  for	  
our	   interview.	  Because	  now	   I	   think	  we	  can	  narrow	  down	  our	   research	   to	  be	  more	  
feasible.	  So	  I	  really	  appreciate	  your	  help,	  it	  was	  really	  helpful.	  
	  	  
Adam:	  No	  problem,	  say	  hello	  to	  your	  friends	  and	  what	  I	  will	  do	  Eustáquio	  I	  will	  also	  
fill	  out	  the	  word	  document	  and	  I	  will	  send	  it	  to	  you	  today.	  
	  	  
Interviewer:	  We	  really	  appreciate	  it.	  Thank	  you	  very	  much;	  we	  hope	  we	  will	  hand	  in	  
the	  project	  till	  the	  end	  of	  month	  so	  it	  is	  really	  helpful	  for	  us.	  	  	  
	  	  
Adam:	  And	  I	  also	  ask	  you	  to	  keep	  all	  the	  information	  as	  confidential	  because	  that	  is	  
between	  Arla	  Foods	  and	  Arla´s	  vendors.	  
	  	  
Interviewer:	   Yes,	   it	   will	   stay	   only	   in	   academic	   environment;	   it	   cannot	   be	   used	   for	  
anything	  else.	  	  	  
	  	  
Adam:	  Yes,	  ok.	  
	  	  
Interviewer:	  So	  thank	  you	  very	  much	  for	  your	  help.	  
	  	  
	  
	  
WRITTEN	  QUESTIONNAIRE	  	  
	  
	  
1.	  Just	  to	  have	  it	  clear,	  we	  have	  a	  question	  regarding	  to	  Indian	  teams	  that	  you	  are	  in	  
touch	  with.	  Do	  you	  manage	  teams	  from	  Arla	  Foods	  or	  from	  the	  vendors	  in	  India?	  Is	  
there	  a	  team	  from	  Arla	  Foods	  in	  India	  or	  it	  is	  only	  vendors	  teams?	  	  
	  
Adam:	  I	  do	  not	  have	  any	  direct	  reports,	  but	  I’m	  managing	  100	  Indian	  IT	  consultants	  
together	  with	  local	  IBM	  and	  TCS	  management	  (the	  two	  vendors	  we	  are	  cooperating	  
with	  in	  India).	  Arla	  Foods	  does	  not	  have	  any	  IT	  personnel	  in	  India	  besides	  me.	  
	  
2.	  Do	  you	  perceive	  the	  IT	  vendors	  as	  part	  of	  IT	  department	  of	  Arla	  Foods?	  	  
How	  much	  are	  the	  vendors	  involved	  in	  the	  work	  of	  IT	  unit?	  	  
	  
Adam:	   No	   –	   IBM	   and	   TCS	   are	   external	   vendors	   working	   for	   Arla	   foods	   as	   a	  
customer/client	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3.	   Could	   you	   describe	   what	   are	   the	   hierarchy	   differences	   within	   the	   relationship	  
between	  employers/employees	  in	  Denmark	  and	  in	  India?	  	  
	  
Adam:	  In	  Denmark	  we	  are	  keener	  to	  delegate	  tasks	  and	  responsibility	  to	  employees.	  
Trust	  is	  at	  a	  higher	  level	  also.	  Efficiency	  is	  generally	  higher	  in	  Denmark	  as	  in	  India.	  	  
In	  India,	  management	  style	  is	  much	  more	  authoritarian,	  and	  errors	  are	  not	  accepted	  
at	  all.	  
Another	  difference	  in	  India	  is	  the	  fact	  that	  you	  cannot	  have	  a	  manager	  being	  younger	  
of	  age	  than	  yourself	  –	  sometimes	  it	  happens,	  but	  it	  is	  very	  complicated.	  In	  IBM	  many	  
women	  hold	  management	  positions	  due	  to	  IBM	  internal	  policies	  about	  the	  same.	  	  
	  
4.	  	  You	  talk	  about	  alignment	  of	  Danish	  and	  Indian	  cultures.	  
How	  would	  you	  describe	  your	  perception	  of	  Danish	  working	  culture?	  
How	  would	  you	  describe	  your	  perception	  of	  Indian	  working	  culture?	  	  
	  
Adam:	   Open-­‐minded,	   creative	   and	   with	   high	   level	   of	   delegation.	   Normal	   working	  
week	  in	  Denmark	  is	  37	  hours.	  
In	   India,	   it	   is	   hierarchical,	   authoritarian	   and	   no	   room	   for	   errors.	   Constantly	  
consultants	   must	   be	   working	   on	   operational	   issues	   or	   projects	   –	   idle	   time	   is	   not	  
accepted	  at	  all.	  	  Normal	  working	  week	  in	  India	  is	  45	  hours.	  In	  India	  transportation	  is	  a	  
big	   issue	   –	  many	   people	   have1	   –	   2	   hours	   transportation	   to	  work.	   Because	   of	   time	  
differences	   Indian	   consultants	   come	   to	  work	   at	   about	   10	   o’clock.	   Leaves	   the	   office	  
about	  18	  o’clock.	  
	  
5.	  Basically,	  how	  ‘an	  alignment’	  can	  be	  done?	  
	  
Adam:	  Alignment	  is	  most	  important	  in	  terms	  of	  communication.	  You	  have	  to	  be	  able	  
of	  understanding	  the	  signals	  and	  body	  language	  of	  Indian	  people.	  A	  YES	  is	  not	  always	  
the	   same	   as	   a	   YES	   in	   Denmark.	   Indians	   cannot	   say	   NO,	   because	   they	   think	   it	   will	  
affect	  their	  position	  negatively.	  Alignment	  of	  communication	  can	  speed	  up	  processes	  
and	  minimize	  errors,	  which	  are	  both	  the	  most	  important	  reasons	  for	  doing	  alignment.	  
And	  me	  being	  present	  in	  India	  make	  a	  huge	  difference	  in	  terms	  of	  alignment.	  
	  
6.	   Are	   there	   differences	   in	   the	   level	   of	   trust	   with	   the	   employees	   in	   delegate	  
responsibilities?	  (Comparing	  to	  Denmark)	  What	  could	  be	  the	  consequences?	  
	  
Adam:	  See	  3.	  
	  
7.	  You	  said	  that	  in	  India,	  employees	  are	  waiting	  for	  managers	  to	  have	  the	  next	  task	  in	  
the	  IT	  project	  process.	  	  
So,	  comparing	  to	  Denmark,	  do	  you	  think	  that	  employees	  in	  India	  take	  less	  initiatives	  
in	  their	  job?	  	  
	  
	   43	  
Adam:	   Yes	   –	   Indian	   employees	   ‘only’	   do	   what	   they	   are	   asked	   to	   do	   (roughly	  
speaking).	  It	  is	  rare	  that	  an	  Indian	  employee	  will	  go	  the	  extra	  mile	  and	  take	  initiative	  
on	  her/his	  own.	  
	  
8.	   Initiative	   is	   one	   of	   the	   most	   important	   aspects	   in	   work	   and	   especially	   in	  
innovation.	  	  
Do	  you	  think	  that	  if	  they	  would	  take	  more	  initiatives	  the	  innovation/IT	  project	  could	  
more	  efficient?	  	  
	  
Adam:	  Yes,	  but	   IT	  vendors	  mainly	  work	   to	  solve	  only	   the	  specifications	  given	   in	   the	  
project.	   Often	   there	   is	   no	   room	   (time)	   for	   innovation	   or	   individual	   initiatives	  
(unfortunately).	  
	  
(For	  this	  next	  question,	  it	  is	  only	  if	  the	  team	  in	  India	  belong	  to	  vendors	  companies)	  
	  
9.	  You	   said	   that	   it	   is	   hard	   to	   find	   SAP	   resources	   in	  Europe.	  And	   in	   India	  employees	  
have	  particular	  good	  skilled	  resources	  in	  SAP.	  	  
By	  considering	  that,	  do	  you	  think	  that	  vendors	  can	  have	  more	  power	  to	  take	  decision	  
in	  an	  IT	  project?	  
	  
Adam:	   IT	  project	  management	  are	  most	  often	  run/owned	  by	  the	  customer,	  but	   the	  
best	  consultants	  involved	  in	  projects	  are	  often	  the	  ones	  taking	  control	  and	  coming	  up	  
with	   new	   suggestions	   about	   alternative	   and	   smarter	   solutions.	   Unfortunately	   we	  
don’t	   see	   that	   very	   often,	   but	  when	   it	   happens,	  we	   seek	   to	   keep	   those	   innovative	  
consultants	  on	  coming	  IT	  projects.	  That	  way	  creating	  a	  high	  performing	  project	  team	  
with	  our	  Indian	  vendors.	  
	  
Do	  you	  feel	  that	  sometimes	  because	  of	  that	  you	  have	  a	  lack	  influence?	  	  
If	  yes,	  do	  you	  think	  it	  can	  impact	  the	  Arla’s	  strategy?	  	  
	  
Adam:	  No	  –	  that	  is	  not	  the	  case.	  We	  will	  always	  be	  in	  full	  control.	  
	  
10.	   Is	   there	   a	   frequent	   communication	   between	   you	   and	   your	   fellow	   ones	   in	   the	  
Danish	  department?	  
	  
Adam:	   Yes	   –	   we	   have	   daily	   communications	   and	   also	   frequent	   weekly,	   monthly	  
meetings	  as	  per	  schedule.	  
	  
11.	   You	  attended	   the	  process	   since	   its	  early	  days.	  What	  were	   the	   first	   instructions	  
given	  to	  you	  and	  your	  team	  by	  the	  headquarters	  before	  going?	  
	  
Adam:	   I	   was	   visiting	   India	   3	   times	   (and	   1	   time	   with	  my	   family)	   before	  moving	   to	  
India.	  We	  were	  also	  provided	  with	  some	  cultural	  training	  before	  moving	  to	  India.	  And	  
when	  we	  arrived	  to	  India	  a	  local	  relocation	  company	  helped	  with	  some	  practicalities.	  
In	   terms	  of	  headquarter	   instructions,	   the	  main	  message	   is	   for	  Arla	  Foods	  to	  have	  a	  
multivendor	  setup	  –	  not	  being	  dependent	  of	  only	  one	  single	  IT	  vendor.	  
	  
